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INSTITUTE FOR SERVICES TO EDUCATION, INC.

The-Institute for Services to Education was incorporated as a nort-profit
Organization in 1965.4ts initial sustaining grant came from the Carnegie
COrtioration 1SEdpian educaponal resedich and development organize-
hon, specializingrrethe 'problems of equalizing edusational opportunity.
IV is involved in fhe design of educational materials for students and in
teaching strategies to deciease attealon among educationally neglected,
Black Ainericans.

.

The dirriCulum development work requires long term interaction with
college presidents, other administretors and faculty involved in dealing
with educetiOnall y neggicteO collage entrants. itE has developed ciose
4nswhts ,nto the obvious and subtle prbOlems of predominantly Black
Student populations in large and small, urban and rural settings.

"
The research program pf ISE has been involved with annual surveys of
the academic, demographk, and motivational characteristics of students,
With ,particutar emphasis on entering freshmen. This has iv:lulled large
scat collection, Management; file'development and anelytit of educe-
tional -data frorri.finanCial aid data, ,to income citstitibutions, to self-

' concept, io perceptions of their edui:ationel environment: This exOliri-.
ence has been in the-subtleties of interpreting qusntitative

' data collected on Black populations.
let .;

MANAdEMENT INFbRMATION SYSTEMSDIRECTORATE
e . .

ktiOvitement information Systems is one of the two TACTICS programs z- ,

ofISaLlts gobli are tbimptovethe quality0,1 infarnation
TACTICS

hiitor-.
ically .Black colleges and universities `participating ill TACTICS and'

3through Osis process assist in the improvement of the informationn-rin°
e9errsent or .o5edurtis on the individual Campuses, .lts'snaior accomplish-.
ments to date include411.1 The develogurfeni of ail automated data base

tswhich provides a manipulative capability to handle gicy--da
on enropmenvlegrees granted, and revenU expenditures 00 s9
'restitutions. 121 The.establishinent of a ramie data collecti .
reporting 'approach between the United Negro College Fund (UNCF)..
and the office' for the Advancement of the Public Negro College.
10APNel. This effort significantly reduces the data collection demands
on the college;,ancf.(3) The sponsormg of.Summer Information Manage--, ment Training institutes for ootiegretlifiloistrators end researchers re-
sponstbie for data collection. Out of this program should come accurate
appraisals of the, Black colleges, Ili terms of growth patterns, internal
enroiiment anddegree patterns, natteips of financial support and trends
in the itiowth ui non-growth of that support. With the management

4
orientation of higher edgication, this program a being pushed hard to
become valuable to all srliall Colleges in mastering data collectioh and
manipirletion programs which undergini'spund management decision
making. MIS is developing model procedures for effective .. data -flo
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Preface

The essential rationale for sponsoring XManagerrignt I nforma,
tion System (MIS) program workshop is to expose college and
university administrators participating in TACTICS to the new
management techniques being developed in selected TACTICS

institutions. These new rechniques,are beinssupported with
constalling.assistance from the MIS:TACT/CS program and
they focus un the implementation of improved procedures in
the. admi n istrative areas' of

' Student Records..Maintenance

Facilities Management

College Personnel Systems

Financial /kid

Crant,s Management

Co-sponsoring with MIS was the ISE Consortia for Institu-
tional Research (CI R) The combining of MIS and CI R work-
shop activities afforded the participants exposure to a broad
range of data collection'and reporting procedures appropriate
for the higher education institution In addition, the president
from the .Association of Institutional-Research (AIR), LOis
TOrience, made a presentation during one of the general work-
shop sessions Which for mostpartk.ipants put the total work
shop in perspective LUIS' presentation centered on the rule of
the institutional researcher as it related to the fdridamental ad
mmistrative responsibilities of,the total academic management
environment Her remarks were supported during a subsequent
eneral session by Jack Levine, former president of the Systems
Research Group of Toronto, Canada.

iii

N

Jack's presentation, though more specs c than kois', addressed
the notion of managing a higher educate i in institution utilizing
techniques more commonly applied in in ustry, In many ways,
the question and answer session after his gain presentation
rivaled the sessions which were to follow. unng this session,

Jack dispelled some Of the notions surroun g the compati-
bility of the ':industrial product marlgernent approach" and
,the "higher education management approach." The text of
Jack's presentation is included in this report.

Based on the participant evaluation of the workshop, our pur-
poses were achieved and in some areas exceeded our expecta-

tions. Participants, while constructively challenging many-of
thepresenters on their approach to the.developmentof new
techniques in higher education information management, also
exchanged ideas with one another ble opinion,
is one of the true values in bringing any group of peop.e
gether. (Though many of us realize that the grass is not always
greener on the other side, we frequently need reinforcement of-
the notion). When such an exchange of ideas lakes place, peop4e--,!;;

quickly realizg that the techniques being explained by the pre-
senters are not so far away from the way they are actually per-
forming. But because the presenter is operating in' a controlled
environment-- a workshop--it appears more organized.

The MIS/CI R Spring Workshop in my estimation and in those
of the participants accomplished its objectives. It provided both
exposure to new management techniques and a forum for the
true exchange of ideas. The appropriate credits, however, belong
to those partiupants and consultants who made the workshop
possible. They names are listed elsewhere in this document.
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The Role of Planniita and Management-Systems

in ,Post- Secondary Education

Jack Levine
,/ Consultant

U.S. Office of Educatibn

The arts of planning and management systems.development
and' implementation are well developed and ready fur intro-
duction into higher education un a scale never before pc,sible.
Costs of information system improvement are lower, and
potential benefits are greater than ever before. And yet, after
many years of discussion and-research un the problem, must
colleges and universities are several steps away from realizing
such a potential a good, well rounded system that would
help them with program evaluation and management control
generally From my own experience I am aware that this
seeming inability to draw on the technology that is available
is not mainly a technical problem. The Problem of manage-
ment refofm,,of getting better information to make better
decisions is more a social and educational problem than a

-technical one. In my talk today I am going to expand on
this notion.

To begin with, I am going to suggest a way of grappling with
three important problems in Planning and Management system
development first, the problem of understanding the basic
nature of planning and management systems in a college (Jr'
university; second: the problem of using-this understanding
to establish direct\!ons and priorities for information system
iMproanments, and third, the problem of actually irnple,
menting changes in\such a way that the changes will be
perceived by the members of the institution as beirt gainer-
ally supportive of the institution's goals. I n4jmoary, then,

- what is a planning arid \-na nage men t system, hOw do we build
one, and how du we get 1:t tm work smoothly and usefully?

PerhapS the most important\thing for people to understand is

that every college or ivnersg has the kind of planning and
. management system It desent, Any so called planning and

management system or management information system is.
nothing but an expensive exercise if it does not reflect the
perceived needs and interests of the members.of thtfcorn-
nunay it is supposedly serving The fidelity of this service
is certainly more related to the goals and ideas of the people
who are working in the institutions than it is to any abstract
scientific notion of what a management information system,
should he.

One of the fundamental conclusions that emerges froin our
work over the years is that the processes of educational re
form begin in the minds and hearts of educational managrs.
Without a serious resolve on the part of these people, any
attempt to overlay improved information and planning sys-
tens is likely to be of little benefit. The educator`s in the

8

4

institutions considering impler:rtenting new systems have to
underst,ind that it is riot the systems analyst and the systems
that will be primarily responsible for the success of infofrria-
tion system change, but they themselves the manager's who

skill use the information to make better decisions. Better de-
cisions will be as much a product of the resolve to make better
cle;sions ,as they will be of the quality of the management in-
formation system.

So while the technology for implementing improved planning
and management systems is well developed, something else is

necessary people have to be ready for change. .

Anaiyti tools mu be tailored to the needs of the institu-
tiOn using them. Com r programs are not readily trans-
fered without a friendly pat on the back and ,a bit of brushing
up. They may even require substantial modification. But
'management-information and planning system development
in a university or college is likely to.be much more than tech-
nic'al tinkering, it is often Avery inventive_ journey of self dis-
,covery. Any development program must have the following

A clear methodology (Or involving those that are going to
'be affected by the program in its design.

Continual briefing sessions for these mdiViduals a the

system is being deAloped and inipj mented

. Extensive training programs in the use of th
4

It is developed.

ten once

A corresponding professional development program
management and planning to improve the skills of those
who will be using the systems.

Fortunately, most educators can readily grasp the main ideas
underlying the system development for the subject are neither
'as difficult nor as technical as most people think. 'The gen-
eral planning and management'system needed fAor any college
or university can be broken into four parts.

.
Basic Transactional Sytems.

Statistical Reporting 'Systems.

I Planning.and Budgeting Systems.,,

Output Evaluation and Goals Review,
4

et



,

for tust'ot these, the Basle T ransactrotial Systems, arc
nevdCel by-every Lollygy anti university T here must be' a

student arra general aye.ountimg system for looking after its
day tp.;day operations Students' have to be ceeruitcd arta

,admilled, aided, charged tuition and tees, and assigned to
chosen courses Staff rnernber s have to be hired, assigned
tasksold paid I he ph y slearplant 11.i,, to be looked atter,

.Ind nearly' kind, of equipment and, supplies rriut bu pur
eltased \II of this 1-equity, intor matron based, Ili must
eases, on I air is aditional pi oeydures of educational admin-
istr au oiCanylcleyountr ng In slur, t, these 1\,. sterns explain

what mono. rs by mg spent on 1,,ther than Yy hat it is 'being'
spent tag

Stat istreal Repor ling Sy stems draw , to sofne extent, on the

Basry I ransaytional Si SICHIS for information such as oper-

ating statements`airld balaneyr, sheets, ehrollMent counts,
studenCreetir.ables, and aca,ounts payable Nowadays,
hut\ eYcr, the tr. iireal st:istreal reporting system has to go
beyond thy sy rather basic reports to new ones requiri4 ad-
ditiornal data such a,> student reports that analyze the
characteristics, social origin, career paths, interests, and ideas
of )tUelLntsal,d speeial katt r courts that may relate tu edu-
eational s per renyy , present work, pr otessional data and
haykgroutal or staff my ruby ts, ,1 his information is used to
generate icpuits to intArt rcquiremcnt of internal planning
eumtorrtees,-, hoar ds of trustees, state hoards, USOL, etc.
Ingvnvral, these sterns arc concerned with histor real

information as a gurtie to the impact of doChion,, made in
the past and how thyl`se dy eisions ought,t) he vhanged

I hr thir ark:Yr:inning and Budgeting Sy sterns, deals, on
the Lao' hand, with future decisions. No field of rhanage-
ment re'spo'nsibility rn education is rim greater need of new

tools for decislonmalong I lowever, the resolve to make

betker Plans and to seek the my any !or making more'con-
srdered choices is even more important than the analytical
7instrurnentf 1

-What will give us more cIteetlse planning and butlgeting' The
Most important .1.41syy2er isr.tWit we Reed to bring academic plan -,\

mil?, and Iihanctal `budgeting lbw h,arm.qnto.Us relationship,

with each aathei: T his means we need a bridge,ut syneland
link the aspri:itionscot the educator and the practical reason-
Ings of the financial rittlyer 11colleges were managed a little

more like businesses, the marketing concept would readily
provide a toneeptual scheme a focus on the IA% anee to
student heeds And hence in yommunicy needs of the educa-
hopat sun ryes delheryd if a certain ly%'el of student enroll-
ment I, rudgedlo by rrlyinoniically essyntral to the future of-
any' -green rhen'tby..Idy ully' and admit-list kation
simply have tt,tcorIs together hr a, 11;C.L' (11,1( cnrmrllment

level Such an trpproath haso,pakrIlel In political life, ,..in the
aphorismjhat the first duty of a st,itesman is to get elected

otherwise he could never implemont his policies no matter
what they are In education, we have called this yoneept"
rollment management ft implies much more than informa-
tion system-development although this aspeet,is important.

It vems Co tts that one of the main wbieetives of any kind of
plarining an'cltdgetipg system should be to reduce future un-
ceftainties and,risks:This objective ma imply syeral things r,

Atter knowledge of probabIC future co ditions, more careful
o nsideration of alternative plans that dovetail with future
eonditions, manipulation rfa- the internal artd `externalenvi=

rqnments to ayhreve desiretfactd othetwisefunobtainable.fu-
ture stays, and stockpiling resPogses'to possiblecsurprisesr
thg may turrt up as the scenarios o'f the future unfold.

rl I

In 4rrn,s of the present-day academic management style, the
challenge of modern approaches to planning and budgetipg
can be bluntly stated: abandon the traditional budgetary
philosophy of intuitive incrementalism in favor of an attitude
that embraces bolder ihnoyations and more rapid change in
acaruemic goals, programs, and learning methods.

The implementation of such a system costs money , and the
benefits are sometimes hard to quantity in advance The fact
is 'that the implementation of a new planning and management
system typically creates problems. New facts and new ana-
lytical tools open up nestv areas for problem definition, and
they do more than lust' make problems mote spent re and
choices between alternatives more scientific and more cOn-
sidered Herein Tres the essence of modern reform in educa-
tional budgeting -t,u introduce a new, cooperative rriodus
operandi among all the principal communities of the college
to insure'not only us surreal, but also its flesibility imde-
fining anyl responding to the needs of our yhanging'suciety

The fOurth area, Output Evaluation and Goal's Rch,iew, com-
pared to the hrstor iLai analysis tenor the understandrig of
cos revenues of the other areas, is esoteric indeed.'
Suoh questions transcend program' analysis and ehorce be-
tween alternative curriculum structures and teaching methods
Cumparoye costs or options on methods 01 instruction may.
enable a University to improve its futibe resource roanagement;
but the goals and values set for it will determine whether*or
not a degree program in a particular area can even be
con te mplated

This ar6,3 tit managehtent requirts a higher pr ()poi t ion ()Lex-

ternal data as can he most readily seeh in output-of goals 're-.
view which hecomes intimately dependent on'Coeml rattier
than institutional research. IloW are the need; of Cicir society
or our,area of the nation changing' How 'do graduates now '
mew their educational esper aneys' flow is the demand Tor
various skilh shifting.; What does ail, accelerating liberation
of women have to say. about institutional deyelopmynt 1;0114-

, .



How will lifetime education concepts affect the campus'
These and other'questions certainly d`rrmnd information as
well as very, large dollops of judgement. ,

,
..,

One of the.4ohles of planning and management system de-
velopment in higher education has been the'inverse relation-
ship between the costs incurred and the benefits derived in
each of the four areas. Large sums have been spent on corn-
puterized Transactional Systems where the educational payoff
is least. Moderate sums have gone into Statistical Reporting
.Sytems where benefits are mader.tte Little has been spent on

.Planning and 'Budgeting Systems there the payoff is very great.
Almost no systematic effort has been devoted to the conscien-
N.nous ealuation of goals where,ccists are relatively small but
potential benefits aiteonumicalt'.1 ..

' 1

1

How dOes one approach the develOpment prObleM' Just as a
university can be,nefit from a ma ter plan fur future facilities
and program.activitiesso'it can enefit from,a ,carallel plan
for its overall planning and management needs Such a plan
is not really very hard to formulate nor need it be complex
and smartly integrated in all of its manifestations But it can
be very useful

Planning the fundtionS:, structure, data elements, input and
output chaiacteriStics at eat fpf the four system levels we
have described gives the fondling benefits .

Clarifies organizationaktructure, job responsibilities,
along with related information needs:

I s

Throws lighr on hitherto non-existant or hidden,olicy
issues such'as credit hour-definitions, itaft-ioading.rules,
space utilization, and attrition. ..

.
".T

. .. . .. - .
Promotes morc;open, cooperative dciion- making by
faculty administration.,

.
.

);4 .

r
Helps assure thete.will be no seroik's gaps in system

components. t

,

. Focuses attention on the costs and k nefits of information,

us, Reduces duplication and useless reports

-Contributes to cumputer hardware and related staff plan-
ning by making possible a coherent statement of probable

,procetsing loads of future intervals

Requires thedectsion-makers io,make conscious analysis
of their information'system options and to, make formal
decisions or system development priorities and imple-
mentatict qmetabres.

In the balance sheet of benefits Ofiave found to our surprie
that the self-examination implicit in developing an.M IS rrlaster
plan is often as useful as its more obvious results.

4

Thp plan tambe formulated at any of several levels of detail

A general,Plan. 4

Component systpnisdefined.

Component Systems flow-charted,witti data and definitions

All of Olt foregoing plus selection of and/or writing of
specific,compute*r -programs.

.r , . ,..
\ Wii,le planning'rnethods arc obviously affected by the level of
,detail that is deckled on; the process also has a 'number of
4r commended stops thRthave proved helpful in our experience.

ill Confirm organizational structure . .
, . C

A information q;tems form and contekt depends n tie

1
ds of' thepeople who 44.' ork in established relatio ships at

their appointed tasks. Hence the first step in an MIS plan is
tioHrecurd the exiOng lob structure and principal duties
of cted by the plan. Any major changesnum, foreseen
sh uld also be noted at this stage.

Identify.perceived information heeds,and inforrn'ation
flow. ' 14,

..

This step is essentiallan information gaVanalysis. It en-
ableS the MIS plaiiner to see the Outline of the system re-
qUiredisting orpdn-existing. 'Pact of this step consists of

srevie .vMsf present or proposed computer hardware and com-
,

puter center staff In some cases questionnaires mav Pr6ve
, .

useful

14 Review. findings in relationship Jo standard structure.'

'Chelis the current findings against one of the many stanciard
checklists`of needed systems' noting any deliberate omissions
from the emerging plan as well as feiatures needed buf...rlot in
one of, these lists.

sr 'Set up the needed sys

decisions on impleme
ms devdlopmem steps for priority

tation. ,

:Since not all elementsiA the-system a lb equally important or
Of cOmparkable.implementation cost, the user sof the proposed
system should decide what to do first and why A decision
matrix can be useful at this stage laying,out options avd
,tatmg criteria recommended fur deciding priorities, costs,
benefits, lapse-time needed, internal resources needed, ek:
ternal resources, corhputer.implication, etc.

Likean" any otherlsa of plans this master plan needs a. form,11

irnplemenration schedule. When people's working environ-
-..: ment is to be changed; socia aspects of making the changes

must becarefilly considered In.information system cbanges
arad mapagement and planning sy stems changes the Piznalty

for ignUring psychological factors can be severe to fiat, point
where the system beeomes'awitch word and its implementation

,3



.11/0110l tli impIL lilt:illation plan tho, should begin0
VOW uliUll,tti I.) 11 all ki the InNookcIllL III 01'111,11A people, espy-

ttio,L wliu nla4 pLicovl tlic.plopo,Ld changes a, a
, thioat a t.,iii,L of ones !Uinta,

V. nit ;wont. hl tor e, a con,cions plogi ani,o1 pi otessional
ll aL lopmL nt to el111,111el till M.)11,4;01,11 SkIlk col those in the

11111eillb, 1, a nect2,,ita, ii thL new l\ stem, thactorre being de-
l lopC0 lo be used to the hot ada,antagc:. loo of ten those

within thIL unisLi,ity all not expust...d to conscicius program
it manageinent&-Trfopment,,simili a to that used in pirate

41.1al1asti \ lui till ! pI ill ill t, 111:11. l/ItCntiMC, incentive
SICI1,11111)C1111 Ifl the budgeting SS IS Nileh that it

IL twill a p(11,111.LLs those who do a good job ut planning and

.alal,51,1 idle! titan It v.ar ding them I or their _efforts A
clusL look will tital lit he taken at till .v..n in whsch this ,

is L.11( ild on il analysis is to 'lace any ical meaning

(ttilt tulle, III a stoats 4pptoacil lu Lini,ersrly planning
and hoLlgt.ting stale that itlipILincittarion of ,Lit.1-1 an appruoch

p, u, a uli loll, 1111,it lt, Ole" humani,tic quality ut higher ed-
Lica; ion low the oir,a, stk. tliatic and ..obir.L., tact: appluath to

hatait.a.ttn4 \chit h now chat at tat tits most \ met ic,rn universi-
ties can he more bilni,M1/Ing IN ditlIeLlit10 euncerve The
planning pruce,, inmost oriao Niue. it, ad hue iathti than
cutnpiehln,ise, IL sponsiat. rather than!antic 'pawl , decen-

, trali/LL1 and 11,14111(114'd la,thet than cohesive and integrated.

DleiSIOnS un till allocation of state resources are T'requently
without tfic benelit ol'accurate information andliguL

ous anal a sis of 1/1e aaav in cchich the allowted icsource5 ale

taL nag Lised4.11 aclaloong institutional outposts there is
star c,cala anc' Serious at tempt at long range planning, and

4..vt.;n capital impiovements projects are under,raken with
inkir matiun on long-range prugam trends

Respons)bilitits for institutional planning and budge-tinF.try..
often poorly defined, and the process of budget building is
often conducted under the stress of tittle scheduleswilich
make careful analysis_impussible Cuordin.Otlun of -the

various planning and decision-making sectors ut the-univer-
sity"is of ten non-existent

, I

A better system for obtaining control of the operations of the
university should serve to make the institution mute respcity-
sive, under humane educationl leadership, to the needs of
human beings. Obviously, no technology, much less the
technology of financial management, is in itself a guarantee
of human freedom, but neither is technology in itself-earl
enemy of freedom. Tilt:effect of technological advance is
always to test the ability of human beings,to employa new
contrivance to enhance the quality of life. This, tact, is the
effeet of the new application of management science in
eLlucation With humane educational led4rs, who have de-
veloped skill in this new technology , the Iminagerial reVulu-
dun in higher education shipuld only lead t(I) a greater respun-
siacness of the orgonitatiurt to the ccorrenients of mankind.1

Were it nut fur 'the .personal gifts of ',icy administrators who
manage to obtain acceptable results in.spite of 'the sy stem,
the'..Wuation would be intolerable' But clearly, the present
prucedures for reaching resource allocation decyons are
not the caus(;), of humaneness in higher education On the
contrary, the existing systLin is one of the obstacles to
trolling the processes of the university lot maxithuna rvip;

to buman'ends;

r.r
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llhe Program Planning and Budgeting System .(PPBS) is a Pro-
cess by which priorities among the kinds of servicesia college
may provide are weigher), objectives are stated in operational

terms, alternative means laccomplish the given objectives
are arVlYzed, and a choice among competing means is made
under criteria Of efficiency in,.the use of -resources.

The objective of this session' is to share with the participants
a concise summary of work involved in planning and imple-
menting a PPB System.

There will be discussion on four basis issues inherent in the
development, of a PPB system in higher education

How a ''PB system' for a college can be developed

What outpu measures, parameters, or indications
are most appropriate and how they can be organ-
ized.

,

What kina of analysis is appropriate for a college setting
and how it can be conducted.

What are likely strategies for development of the system
in operation al, con texts.

Planning, Programming, and Budgeting Capability

An institutiun's planning, programming, and budgeting
capability is evaluated by doing the following

Locate PPliS decision points.

ri Once the decision points have been located, the func-
tions and groups included in the PPBS process can be

,
identified.

Determine the, PPBS cycle.

To chart the PPBS cycle, determine the sequence of
decision points and the functions and groups involved
at each decision point.

Identify long-range planning activities

Li Activities included here may be multi-faceted fur a
special-purpuse activity such as an Academic Planning.
Committee.

Compare the existing PPB sy to the model PPB system.

This cOmparison will iden tify positions that should be
Involved in thetptuce.;, but have been excluded, as well
as superflUoUs components.

\-
Ili Determine if a feedback mechanism exists in the PPBS cycle.

C The PPB system should be a closed-loop system. A
cyclical prOce;s is established with each compopent
receiving input from a component or componentssand
providing outputs to another component so there is a
continuous process.

Recommend improvements in the PPB system, includipg
the.process, time frame, and participants.

Recommendations for improvement may tak
forms, stich as including other components in
cess, changing the cycle itself, and establishin
to sati.s4,, an unfulfilled function in the PPB s

man

"the

anlo fire
stern

Planning c,

I- hisPPBS process is, of necessity, actiyity oriented. I-his
means that the entire operational process'centers abojt the
ability of the institution to translate missions into goals,
goals into obiectives, objectives into actiyity areas, and
activity areas into activities. The activities are then classi-
fied (programmed) and budgeted, and performance data is

gathered to allow an evaluation of the activity. The evalua
tion results then serve as input into the next cycle of the
PPBS process.

The institutional mission formulation process is the key-
stone to all institutional activities. While the formulation
of the institutional mission is not a part of the PPBS process,
it feeds directly into thepighest level of the PPBS,process.
In addition, evaluations of institutional activities may play
a role in updating the institutional mission,. The mission is
usually determined by external forces and is incorporated
in legislation. Thus changes in the mission itself are accom-
plished oVet a fairly long period of time.

The mission itself, however, is the basis for the long-range
planning process. This is the first PPBS activity. The long-
range planning process consists of interpreting the institu-
tional mission for purposes of furmulating goals and objet
tives. This long-range planning functiOn is usually accom-
plished by one specific group, supported by information
from almost every area of the institution as well as uutside

2
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l'he Program Planning and Budgeting System (PPBS) is a pro-
cess by which priorities among the kinds of services a college
may provide are weighed, objectives are stated in operational
terms, alternative meatis' to accomplish the given objectives
are antalyzed, and a choice among competing means is made
under criteria Of efficiency in.the use of resources.

The objective of this session is to share with the participants
a concise summary of work involved in planning and imple-
menting a PPB System.

There will be discussion on four basis issues inherent in the
development of a PPB syStem in higher education

How a PPB system for a college can be developed.

What output measures, parameters, or indications
are most appropriate and how they can be organ-

ized. ^

What kind of analysis is appropriate for
and how it can be conducted.

a college setting

What arc likely strategies for development of the system

in operational contexts.

Planning, Programming, and Budgeting capability

An institution's planning, programming, and budgeting
capability is evaluated by doing the following

Locate PPBS decision pOints.

(-) Once thedetcision points have been located, the func-

tions and,groups included in the PPBS process can be

identified,

Determine the PPBS cycle.

73 To chart the PPBS cycle, determine the sequence of
decision points and the functions and groups involved

at each decision point.

Identify,long-range planning activities

P Activities included heft may bo multi-faceted for a
special-purpose activity such as an ALademic.Planning

_Committee.

it Compare the existing PPB system to the model PPB system.

9 This comparison will identify positions that should be
involved in theeprocess, but have been excluded, as well

as superfluous components

Detdmine if a feedback mechanism exists in the 'PPBS cycle.

C The PPR system should be a closed-loop system. A

cyclical prOcess is established with each component

receiving input frdm a component or components'and
providing outputs to another component so there is a

continuous process.

Reconimend improvements in the PPB system, including

the process, time frame, and participants.

Recommendations for improvement may take many
forms, such as including other components in the pro-
cess, changing the cycle itself, and establishing an office
to satisfy an-unfulfilled function in the PPB system.

Planning

The PPBS procesS is, of necessity, activity oriented. This

means that the entire operational process centers about the

ability of the institution to 'translate missions into goals,
goals into objectives, objectives into activity areas, and
activity areas into activities. The activities are then classi-
f ied (programmed) and budgeted, and performance data is
gathered to allow an evaluation o'f the activity. The ealua-
tion results then serve as input into the next cycle of the

PPBS process. r

The institutional mission formulation process is the key-
stone to all institutional activities. While the formulation
of the institutional mission is not a part of the PPBS process,
it feeds directly into tho-highest level of the PPBS process
In addition;evaluations of institutional activities may pray

&role in updating the institutional mission. The mission is

usually determined by external forces and is incorporated
in legislation. Thus changes in the Mission itself are accom-

plished over a fairly long period of trrne.

The mission itself, howevet, is the basis for the long-range

planning process. This is the first PPBS activity The long-
range planning process consists oT Interpreting the institu-
tional mission for purposes of formulating goals and objec
tives. This lortgrange,planning.function is usually accom-
plished by one specific group, supported by-information
from almost every area of the institution as well as outside

I
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agencies I ypitally , the president and or xrceresident
pr hide over this planning group, which should include
heads of major admit istratne,units Input should be re-
c.eived from external sources such as groups in the service

area and groups that legislate appropriations or responsi
Mimes irt, the institu ion

I heishortaarlge pl, ming process is the means by which goals
and tablectiCes are ranseerred into prpgram act ry ines for a
shorlit period of ti e, usually one or two'years This process
s tl resporisibility of the inStitutional pl,Irming group The
process consists of determining a series afractivity areas, each

with ,f definite.objectiveqd with measurement empty This
process sometimes encompasses the preliminary budgetary

cY,le by determining,resource requirements for activities and
by making recommehdations to the president of. the institu-
tion for the ultanate resource mix

',The short range planning process culminates with ahe opera-
tional plan, which stipulates the operational activities and re-
sources fl the major admirl\(strative unit} The maior administra-
ane units then have the responsibility for implementing the
short-range plan The major administrative units are account:
able- for the resources assigned to their areas and the alloca-
tion of those resources to the planned amity areas

The next component in the PPBS process's the activity areas
1 he act n ity area is the le-yel at which implem'entation occurs
- \s such this are t should hate specific objectives which serve
as operational targets, the.actiyity area must have measurement
criteria which ate related to the obiectixes and which are qu'am
ntiable enough to allow measoarernent The activity area must
also he atfor ded a room cc mix I he resources will be a com-
bination (if human, facility, and support resources, and it should
be possible to relate these resources to planning budgeyyhg-
ures ill( activity area thren assumes operation. of the crrogram and
pro 'sum of eve ation-related operational data

The Ion tinge planning component should have the resp

brlity it goal formulation and activity area determination in*

connection with the long range planning cycle of the institu-

nett) I he Thor t range planning c6mponent should have the

same tunctional responsibilitieswith the additional responsi-

bility tat deter mining short-range ies6urrea,equuements and

exaluanon cr 'terra The major unit administration componen-

ts have functional res,ponsibrImes that entaif,the determinatior

of Ally ity areas within their unit, the determination of re'
sourer requirements, in detail for those activity areas, and

the.Ltncluct of the aureoles, including supplying evaluation:.

. related data the operational areas perform the detailed re-

sum ce requirements deter mination process fur their specific
pr igiam,tirats

Additionally , the operational areas conduct the program
operations, under Hie direction of a major unit crrAdrninistra-

tio.n I he alt1V11 caluation component performs the evalua-

6

iron function, with respect to the operational areas. The
administrative evaluation unit performs the evaluation pro-
cess with respect to major units of administration The
instituttonal evaluation unit perfo'rr,ns the evaluation with
re5pect to the overall institution and ITS long -rnage and
short-range plans The planning support group supports a1,1
evaluation areas with aggregations and manipulations of
evaluation data that have been-supplied by the other corn- .

ponent areas through the instituti9n's information proces-
sing capability The components of a PPBS are graphically
related in Figure I.

Programming

The dtermination of the manpower, materials, and facilities.
required to support a program so that inputs are related to
outputs by lines of action through an information system is ,

known as programrlvng.

The word program in PPBS does not refer to computer pro.
gramming, but relates to the activities of an organization that
are based on desired outcomes. Programs are the fundamental
groups of related activities around which an institution is or-
ganized and upon which its policies are based.

Iris difficult to identify ideal program structures. Each insti-
tution must deselop its own program structure. There are as
mInVifferent ways of putting together a program structure
as*: ere arc people who attempt to do it The basic Principle
of an obiective-(5Leeted program structure is thegr ouping of
aclWities thol'erve the same purpose The top level of a pro-.,
gram structure should consist of the broad categories direc-
ted toward the fundamental objectives of the institution. The
lowest level should be comprised of the programs that have
been implemented as the specific means for moving toward
the end objectives

program should have the following characteristics

Scittific (1Wectives and functions

f\ilphurable inputs and outputs (even though as ecti of
,,Zutput-may be difficult to quantity)

' Authority to make policy decisions both a} to objec-
tives and as to allocation of resources to meet those-
objectives.

Relationship to larger programs in the institution

Any of the abOye or a combination of the above may be used
rh specifying prop ams Once a program is identified, a per-
anent question must he tasked is the program a group of
interdependent, closely related serviats or activities that
possess or contribute to a common objective orset of allied
obiectives? Is it a package of sub-programs, elerbents, com-
ponents, task, and activities?
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Budgeting

Program budgetiw relatesto-thr^put put-oriented programs,
or activities of an,anittrrutIon tc,s4pecifiCresources that are
then st.a.tpdieterms of budr dollars In.P-PBS, both pro-

ect,ed for at least several years"Illitrefs and resources are

to the future. Emp Sis is upon outputs, Cost-effectiveness
.-

etb9ds, rational- anningtechniques, long-range objectives,
nd analytical olsfor,decision-making The most impOr-

tant Agle k that/Must be accomplishedin.moving to this,:
hind of arming dnd budgeting is the development of a/
prbOm structure

;'The he implementation of program budgeting requires substan-/
teal increase's in accounting staff, developing a separate depart-

ment for budget planning, and systems analysis and appraisal.
Such an approach will point in the direction of rational assess-

. merit of the effects of financial input into the system in terms
of output services for Which the institution operates. Three
additional approaches could be taken in implementing the
program budgeting

Programming thiii full implementation over an extended
interval, such as five years.

Restricting this form of budgeting, to selected programs, -

possibly on art alternating basis.

Experimenting with pilot projects of different sizes,
ty pes, structures, objectives, and programs in the

institution

The conversion of the traditional item-budgeurig to program
budgeting requires application of the principle of allocating
the various responsibilities, in accordance with the level of
complexity and costs, to those with the appropriate re-
sources of leadership, knowledge, funds, and hardware.

The characteristics of traditional budgetary planning are as

follows

Minimal and Wagrrientary planning.

ti" Separation of fiscal and program planning activities.:

,Generalised - consideration 61 academic programs or

instructional areas and their output consequences.

...
--Mtontrast, the p rogram budgeting concept, inherent in Oft

PPBS, emphasizes long-range planning that integrates cost

accounting into the process Pyll programs must, therefore,

be definitive before a price-tag is attached In addition, and
of equal significance, there should be_a k.oncern for a deter-
mination of the program's measurably output. 'The general
acceptance and use,of program budgeting by an institution
will result in significant educational, as Nell as fiscal, man-

. agement improvements.

Devising a Program Budget for a College

After determining the long-range objectives and purposes and
defining a program along wttth the measurement criteria, the
next step is to devise a program budget.

15

The number and types of the proped programs will be
listed.

A statement will be made of the objective of each program.

The, resources'and output characteristics will be identified.

The sources of income generated within ,e,ich program will

be idpntified.

The time dimensions will be determined.

Some budget formals will be displayed.

Program Resources, or Input

The input, or financial and nonfinancial resources, for eaffi
prograM can be distributed among sex categories as follows;

Personnel employed the number and type of positions
required for each program and the average salary and
work-load in each position. Examples of some of the
positions are

Professors (Full, Associate, Assistant)

VStrUCtOfS1

Lecturers

Teaching Fellows,:qracttiat,..! Assistants

Qdmini uatorc

CUCtanes

n Librarians

0' Building and Grounds Workers

Students. the number:in each of the instructional pro-
grams, including full -time and part-ti me ,(stated as full-

,
time equivalent) .- ,

Clay size ratios the average class size for each of the

instructional programs.
,

Instructional courses.' .the number and description of
the courses in each-of the instructional programs

Supplies, equipment, andJurrrishing_ s an inventory of
materials and a listing of items requested to be purchrased

. for each Of the programs.



_ .": 1 . .; , , . . ,
. .

Physical facilities': an inventory lisung of the number,
1, ,..

square feet,'and utilization cif classroom's, offices,
%-.

laboratories, and libraiies.' -

Program Output,

The output for eachlarpgram can Be identified as follows.
.. -

Degrees the number And type of degrees granted..

. st, ,pegree courses: the number of students in each major
ar4 elective course; the nu4mber of student credit and
class hours PrOvided,

Llbery growth: The number of volihs in\tihe'librarw'

Research and scholarly publicationS: 'expressed in terms
of research grants and researchypublications.

Contribution's ofthe institution t9 the'community:'
expressed in errnsbf lectures, cultural events,art.ex-.
hibits, and urban and community projects:

5,tari dard i zed test resufts performande of.students on

;tandardrzed'eests'given la the freshman and senior years
and on graduate adinissions tests.

Th'enu rhber senictrs admitted to graduate scho-ols.

Alumni guestipnnaires filled outlay alumni giving a ",

personal history after receiving their degrees, listing
Positions, salaries, participation in corninunity affairs,
graduate studies, and their-evaluation cif the institution.

,..
Evaluations of prograins by college and university ac-
'crediting associations. .

.., .

SelfFevaluation by college and university eqnziniittees.

'sources of Income

The sources of income Onerated for each program wilt,be
iddrititred and applied to the 1,rogram earning the income. ,.

1

'For example: ,
. \ 6

...

..'11 Tuition income %

- , ,..,

N. Labo'ratdry-feds

Application fees
; -

State appropriations -

Gifts

Endow.ment incomd2

Grants .

.

4
. e

StucrentAaculty, and Staff Services,
:

Student activity fees

Athletic'inome

Room an cfboard fees t

Food services, cafeteria sales

Gifts

'Parking'

,

Health service -

4' 'Government grants

' Library fine's

Public Services

Adinission fees to Cultural events 7

_

Fees for. noncredit:Courses .

'' Book sales

Research and Development

Government gifts and grahts

Industry grants

Gifts

General Support

UnrestriptergiTrs

lir Endowm.ent: Income
)

4

... , A,dvantages4f-Usin&a PPBS System inHigher EdtratiOn
..,

,,,,, 0,

The m budget a comprehensive output-oriented policy '

and pla ing budget, and is thus not.reserict9d to the fiscal
. ,.-- .control functions of a conventional budget. ' . - 't

'

ummarized' are some of thesadvantages of using a program,

budget in higher education:

The prbgrams of a college are organized ian the.basis of
systemS analysis rationality: -. .

i (1
. ' , . .

ActUal t al costs of a pr rani e obtained. The budget ;
cuts acros traditional department lines and gives the cost,

. in both fln ncial and nonfinancial re,ginioces, for-extended
, ,time period (five tp.ten years).

,...

9 -
L .

, '
.. '
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- Inf?nilation is

college, or it
tivlsand goals of ttje institution and the explitirdbjec-
tives of each program, iriput-oriepte.c1-csinventional

thu igets may not make available th'e fu.ture'plans of `
er programs within the'i6stitu

t
Fricipator'9 planniniis encouraged

14ocatiorf rti; rtsorce5- IS made on,a.Thore rational .basis.

Evaluation of p'rbgram'c'is made by means of a wide ,anety
.

a
pf analytical techniques. .

. ,.t

I.

rthe-pneral objec- '

a

,
1

'e

. .. .

-t1 .. r

AdMinistratii.e7lchnology arid th e .Sch,oul4:,xecutit,e, Wasbingtori, Q.C American Association of School Administration,
1969,'p.84 ,`.' ,', - ,,

.. ,

) f a. ..
0 L .

Aliuto, Ruben F., a' nd j ungherr,.). A.,.e'Osing PPBS to-Overcome Taxpayers' Resistance,"'Phr Delta Kappa.
Magazine; N6ver ber, 1969 , . ,

... n . 1 ' ' t, .., ' a'' '
, .

BoYeen, H..R., and Dow Jos, GA., efficiency iirLikeral Edutation. A Study of Comparative Instructional ,.. . .. ,
Costs for otfferriit ltaysof Organizing Teaching-Learning'in a LiHeral'Arts College.. New York,
M,CGrawHill, 1971. . , .

. ' \
. , . .-. .

Bushkin', Martin, "PPBS Means getter Money Managethent," School, Management, November, 1969;
. .. ' ..... ' .

. .\
Daniere, Andre, lhaher'Edusation in the American Economy, New York, Random House, .

,
. .

. . -

,

, There is an emphasis on outputs or desiredr4ults `and all,
resources'are.directecho th'ese.outpufs.

All programs, existing and new, are continually review
andrevised.on bother forrrialand informal hasj

11,

N

Fund - raising activities may be coordinated with the long-

-term planning objdtives of the pr9,gram budget:'

,

Aklanagement Information System (MIS) can be devel-
oped around a program budget structure-in prder
provtdedata for progress reporting and program planning
and control.

. Selected PPBS References
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Background

,Corisiderabld effort4ias been directed.(oward strengthening
managementcapabilities in small colleges. From these efforts

have come numerous models and a myriad of skilleckconsul-
tants which,have structured and clarified the college manage-
men t- odel (e.g. WICHE, Moeon Management Consortium,
NACUB , professionaLassociations, consulting firms, etc.).

* Various t pes of management Models have been developed
-

on college ampuses today:

Workshop

-Financial Aid and Grants Management

Quinn Shelton
Consultant

fristitute for S6;rvices to EducotiOn,

The operation/it systerr,is defined by:

-.111-fosus of thelSE/M IS mddeling effort is to build upon
'theexisting college monagerrfent model(s) by developingan
dperationsinanual for financial aid, grants management;and
related finance management which&clearly specifies relation-
ships between all Other.par of die n*tagernent model; as
well as its Own internal oper

* ,.
APPROACH'

Concept

tion.

Operational systVms and sulissystemsi)clude the following
items: ,

E . ' Data or In formation

,

Dato Flow - the ordered flow of groups of data through'
the syste'rit or subsysterni

T
Deciiion Points points in the data floW'where inforination
may bisent in more thah one direction. Each decision,

'
point represertts a poten ia( obstacle to data flow un
Chola among alternativ paths is made. Such a choice is
made by pre-existieig ru s 6r subjective selection.

.°
- Opeiationol Roles The e describe the necessary human or

mechanical actions. Personnel roles are described in terms
of operational roles,

Role Processes - these
out the ations defirted

R erodessFloW.'

An integral system isdefi d'in terms of the above elements
,and is the basis for;an opel1rOng system,

A system becomes-aperatt no /.when It interacts 'with other
5yeerrts, if receives data fr m oThef systems which may re
quire a response sent¢o an ther systen).

re the ipedific steps done to,carry
y the role.

Interockons or lnterfpces These arse the, contact points
between systems and havell of the elemetits described
above'. .

OP

ANALYSIS AND DESIGN COMPONENTS

I. Data -= forms; aggregteS, elements.

Uniqde Identifiers.

B. Definition (where necessary) including normal
context."

c

A.

.

1-

II., Data, Flow - charts-'and narratives.

,

A. zFiscr each identified form, aggfegate or inde-
pendent element show:- and gitie an identifier

.

4

I.

to - ..
,"'

1. 4 starting point in its flow. ,

2.- The sequence. of its distribution tp other,
points, including copies.

,3. The end of its flow:

a. End of its usefulness
Entry into archival storage

C.' Entry-into active d a base for,,subse-
' quent use.

ci. Points at which its eler> rits are used to-a-

cr'eate new dalat- identify:new data it
- hel,p`s CoMpromise

. ...,
4. points at 'ch it flows in combinatkon wan'

''.

otherailat?. ' t

S. Parallel flows it may be jovolved in ''Sinul-*
eScepusly or alternatively' (based 'upon

;deciOns)'. .

, \
B.' Along the flow path- identlfyitiniquely

int at which'a decision mustbermado
mines the subset:1*e flow Qf datas
r

4P.
A r

Decision 'Paine& - IJ n i q c.1;1 y- 1 d elit i fie d .

- - *
.,

. . I
Descbe the data flow-point at which the , q .
decision should be made ,in terms of alldata , `" .

which must coitvIe4 1'0a Li 1 t in' the decision: ,. .

A.

h

icIl

. "
' 6

.c " /

.r.



B. ,Deser,t y confini.:d to the ineumeg
data cuntent,khich contribillotu the decision
including value limits, ranges, relationships,
ccimplete.ness of content, ett.

Identify the spontaneous human judgments, rf
,MS, which must contribute to, the decision.
Identity untquely.the role(s) which must be.
involved: .... -,'4, ,. .,.

r -- ".
D Identify the data leaving-the,decisionNby path

(II.A. atiove);cOrresponding to the ap' mg
... ,

. existeneepi,`or combination of III.B.ah
III C.

Operational Roles
-

Iclentik by class of action entered intolto
defined) Confine ro a solgl& class of

action

B Describe ttx, speciticaction limits within the
.class, ,

,

IdentliN the data lit speeitic),..froml.A: above,
Inc oleeiin the action.:

V. Role Prk;'ass unique combination and sequencef

, Identit the stai l and soup point(s),olach
ole process along the data Iluw(s) I I.A.

B Identify the operational role associated IV,.
. -

C Discribes the sequence or actions between the
start and stop Nints. Each should be de-

/,cribecl intlerins of vs hat happens [o data and
what other roles are interacted with

.`

.Procc"ss Flow .
' A ShoWc-the Connection ii-iterfaces) of all role

pr(kesses.

Parallel tht; datallos

VII Personnel Desci iptions:

Cgmbine appropriate oper ational roles't produce

titled pt;fSorglel duscrirtiorfS
lelentits all the opt2r.atiungi rules (IV) Withiser

.

.'

4"'
DATA 'COLLECTION

;attathtu rsj (Figure 2) will be used to collect data

on financial aid, grant's 4:nanagtrnentind related fiscal pro-

cest,e s, t ol I s .

"
someone else also uses the same data). Further, when the per-
son use's the data for several different functions, the data is
re-listed for each function,

When the data being described is a form (eitheLan internal
document br an external document, such as,a government
form), the data which is not of direct use to that person
for the spccific function should be crossed out on the supplied
copy of the form. A copy of the form for each function in
which it is used would be helpftil, each with a different ID .

number.

Sometimes the data being used is not specifiCalfy on a foctri as
no procesexists to create a form for the desired data configu-
ration. Instead, the person derives his data from one or more

ms,bv calculations, interprefation, e..Xtractfon, or a com-
binat,ion of these.operations. Such desired data is to be de- \.

cd. Irk this instance, columh "I" on.theiorm_will be used
entthe source forms. Please attach a note referencing

the assigned ID and describing how the data is derived.

A good.method of attack to collect ail ,4orms you Use in any
fashion and list all data which are not on forms before you
start filling but the charts.

Decision -Description

Each person for whom a Data Flow Description chart is filled
rout will discover that some leVel of decisions arc made relative
tothe described data as part of the job, for which that person
is specifically responsibIC.. Such decisions affect the contents of
other forms, the order of rocesses to be accomplished, where +

data is to be sent or other f ets of the total operation.

This chart (Figure 3).is designe to identify such deiisions and
to determine whtn ,and-whereithey occur. .

As entry is made in the Data Flow Description chart it should
be checked for relevance to the Decision Description chart

Following is a typical Financial Ai Officer's calendar.

\
SEPTEMBER

a

,

/
Reconfirm with the Fiscal Office all aid awards Pyeiously
distributed on the mister roster. Make necessary changes
prior to registration.

tir ASsis..H.ft-s-tudent orientation activities. Be av
registration to answer student questions w
specific aid paclZeag, s and/or the student

in general. -_,
1
'

liable during,
h regard to ';\

d program

Data.Floc4 Description Tacrwing rcgistfationiverify enrollment tatus of all aid

%Each person fillNtiikth charts vyth respec to all the relevant
recipients. Re-allocate any funds as a result o' an 'aidedr

td enroll'..
, ,tlata 'that pprsoriuses related to the subject ea (even though stu s faMrt!

14
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.

,s Distribute work study lob contra-CIS. triterv.iew student's
2 CI he have designated supporlt.

Acknowledge to outside donors the enrotlenent 'S.-fp-dents.

for whom they have 'cle'signatectsuppory t":

Fi-r4i ic 41 Aid Comalittee,Meetmg, present a status report
reflecting summer activities. Give a statistical repoit_which
reflects student awards in relation to the actual enro4,
ment. Seek committee input regarding proiettions for the
-next academic year.

",

OCTOBER "

e

. 4
.

' ' , . . ..

Compile statistica.klatafor'current term.Prolect additiprial .

awards to be micieduring the present atademic'year. ' '

Application for Federal Funds draft. Assemble a§.much
,

._. , ... 0
data as possible Sec.,,,,re necessarl prbicction fibril the Ad-s
mi96ioAsand Fiscal Offices. '

Conference with new students. Aid them however passible
in making a satisfactory adjustmvit to the campus environ:
ment. ,

Attend state and regional meetings with regar'd to the
Federal Application for-Funds.

Complete the institutional Application for,Federal Funds
and submit to the Regional Office.

NOVEMBER
..,

General SesSiOn for Work -Stud? Students. This kind of
meeting allows for any general problerns to be dealt with.
through open and healthy discussion.

`".. ,' , .

Secure midterm grade roster from the.,fiegistrar. Counsel I

with students where indicated. Assist students in securing
specialized counseling services if such follow,up is indicated.
.

_

Team Recr'ulting-m conjunction with the Admissions Office.

Veri'y with the Admissions Office any applicants admitted
for the second semester or spring term

3,

DECEMBE R-
. .

RetapitulateuH funds.
the Fiscal ,Office:

Make awards for the second term based upon availability

of funds. Notify la'te applicants if funds are not available.

Indicate resources. here the student.may turiffor fin4ncial,

RecOncile records for accuracy witty

u Begin processing and review or new applications for the. .,, .4. .

next academie, y,ear: Check' with admissions.regarding early

decision candidates..'

17

111)4Clut1 check recruiting materials. Maintain.an adequate
..stipPlY,'ROrder my materials which arcinciving fast. It,

I .,

tS Important tharall requests for inforination be rrteAvith-
,

dirk defy.

r
Financial A7td:CoMmittee Meeting,:'progressiepoct due.

<

Re-evaluation-orcri iA for the awarding of ,aeidernic
-scholarships, music, band, andathJetrc-awards..

,
, ,

JANUAV

General Session: WotkStAidySupervisors.
...t., . ...... .

. , ,

'team pecruiling abd folloW-up, in conjunction with the
.

. Admis,sionsOffice. .

, Eod of term graftg:ieps3rts due front registrar..
i I

. COunsel with students Vith low averagel. Refer fp1 sPe-
'dal help, if indicated. ,.....

4..

IrvService Staff TrainingWorkshopncluding Personnel _

Evaluations. ' . r ,

Review, and plan for the Student Financ ial Aid Prograrill
Collaborate With the Director of Institutional Research,
andtheb'gvailvmentOffice with regard to Jong-range
plans. Assist in genecatingsome pr6posals to non-:
traditional sources to secure funds for the student ai'd
program-.

I.

0

FEBRUARY
.r<

Mail academic grade reports to outside donors if
applicable.

ir Post deadline dates for ittrdentaid applicationS fdr the
next academic

Re- allocate and fin

a cadetAic xeyr,

ize awards for the renlainde'r of,tte

Continue reviewing and !arc:ices:Sing new applications for .

the next academic year. ,

ZSeture ;departmental requestsfor studena,employnient in
.

..'', the next academic year. Along with,this request, aSCert4in ,

departnient needs for summer employhierit. -

.

a Attend Re'giona.1 Student Financial Aid Administrators .
Meeting.

,

MARCH ,

Begin making awards tor; .
acade ic year.

plicants for flit; next

.
Pre are a statistical report listing all aid awarded during

. ., the present academic year.

22
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4,*

FinaricialArd Committee Meeting submit progress reRort.
Iriclude in the report the number Of applicants and awards- 4
made tbdate for the next- academic year Inclodethe pro-
ieeted student aid budget

C_YfijeePersohnel Lvaluation arid Budget finalize a ,

_written ryport..basecf upon skills, performance, attitude To-
wards work, rejationship with studenls,ktaff, faculty, and
tithe's. Submit copies of each stall membk's evaluation to, A.
Dean of Slut lent Affairs, ['resident or apprdiliraate desig-
nate along.with recommendations fur staff prootions
and salary merefpents. Suipcnit at the sainetiwe a Goalistic
office budget Which reflects additional needs for personnel,
equipment, anct-Sapplies. Irldicate theamount oftanticipated

Conferences with students regarding future aid packages
as a resuji 6f academic prbgress.

FUNE
.. , .

, . . . .

P Check final grades of renewal-applicants. If grant's are!satis-
--- ,

faCtory, mail award letters to fhosexligible for con-tinuing
'aid. ;

.

Notify. immediately those students whose academic
averages restrict them irom,continumg with-all or any
portion 'of their previous aid. Suggest newrqsources where

. they might apply for funds.

a result of the Administrative Cost Allowance ,

from teat:rally-fur-40 student aid programs. These funds.are
designed tolniccrove the direct services of ale institutional,
student hp.incial aielprogram.

4

,

I-
. _

Confirm.' With the,R'egistrai and orDean of Student Ser-
vices anv 'suldent withdrawals. Notify interested agencies

. such as an outside donor or fending - agency, Ro-al'S'ign any

--- Available" f unds., . .t , , .
---,_

le end nall','if possible, all awards to new app

Secure applicairons from students interested in applying
fpf aid,during sumrhi:rinonths

\s,sIgn to students for summeranonths. Mad-award
Letters

it-;
1- Begin review of renewal applications.

Make. tcntatisc woi1:stody assignments
:1/4A' for the 'strut acadelnie year

to, upper-elassmen

PriSp ire N ition il District Student Loan sunirilaries'and
..rnarPribtice.s to gr'aduating seniors for exit interviews.'

Y
--. ..,

Complete all

Prepare roster of and a

F anv for

,

irhoneial Aid Committee Meeting. prigress report duo re.
' garch4 4iicto new applicants. Give a projected pic nire of

afd,to renewal appliCants.

ex1.1 infen,

tances from new applicants.
_

reply, has been received.

*.

..(,cintinue review of r.,Awal applications.

IF ^

Reeonelleftimlbalanecs'with 'seal Office -

a

I

Mail fi01 grade report to outsidt donors, and lending
agencies., 1

Finalize any late awards to-freshmen or new"studentS.
, .

Begin preparation, of the finalliscal report.
, .

Reconcile all aid authorized for disbursement,with Fiscal
Office.,Close books, June 30.

, JULY

Preparation and completion of the Annual Report to the
Presidept. Submit copieS to all members of th'eStudent
Financia"fAid Committee.

Begin prepartkpri of the Fistal Operations Report on Fed-
. era rarn4..

Complete renewal archietawards for the nexfacadennic year

, General Session.'Summer College -Study Students _in-',

eluding Supervisors. .

r
Office Inventory:_ordertquipment and supplies. Re

.any necessary form letters, brochures, or applications._
Prepare recruiting Packets and begin mailing.materials to
High School counselors and other recruiting sources. ,

AUGUST

Complete Federal-Fiscal Operations
at

ort and submit.

11 Make final with Admissions, Rcgistr
Dead.

and Academic

'Firm up all tudent,FmAncial Aid Awards, including com-
mitmenK from outsidedonois. Re-allocate.and repackage rf
the student h s become o'er-awarded as.a result of receive
ing outside ai . n m the student of any necessary revi-

,. signs. Unphasize the necessity of Providing for eqUitable
distrabution of institutional studentaid tdnds.

, .
.

* Submit luster confirming the tii,adtriiie year's awards to the
"'Fiscal Office.

1$
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',

Mail student employees job assignments. Cheek job acep-
(antes and re-assign any jobs-,not accepted.

Prepare job contracts fol- ckistribution diking registration.
.

I I
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Researqh Applications Developmept

Linda J. Lambert
N- taff
Instricite for Servl s to Education, Inc.

One of th ndates of the MIS program, as established
Black cbtlek, esidents inr,1971; wa; to develop and maintain
a dati6ank oh B k colleges. From the ncep.tion of the prp-
gram to the present; t MIS' directorate has beefrdoing this.

l ,
In creating this daftbank,th
far as 965'as a baseline for data
acquire previous data for the 113 hi

.
ecision wasmade to go back as

be hiclUded: in order to
predOminant

Black Colleges that were originally apa of-the TACTICS C'on-
sortiurn, tiTal.S.,,Office of Education was identified as the
best sourcevfor the data needed from the years 1963-1970.

Beginning In the 1971-72 academic yea(, MIS b n develop- ,

ing its own survey questionnaires to obtain the necessary in-

,formatiOn on an annual basis. Subsequent questionnaires were
administered to ac,diiire the 1.972-73 academic year, data and
opening fall enrollment, 19.73 data. The surveys were Can-

dikted in conjunction with the Office for the Advancement of
,the Public Negro Colleges (0APNc), theiNalionalAssOciation
`fear Equal Opportunity in41-lighee'ElucaAion (NAFEO), tht
:United Negro College Fu414UNCF), the Institute for service

to Education (ISE); and the other TACTICS' 'comp onen ts.

It was decided that this type of i'ort ventaife would redutc
the number of survey, instruments being sent to the:colleges for
Zompletion' and would preient,those perso'ns on:campus who
had the responsibility for survey completion from hayi rig to
fill'out a separate instrument for each organization. Ihsteatic
one questionnaire would came back to-M4S,anti tividata froth
these institutions would be distributed to the partitipating -

agenciesrwhoneeded the data-to accomplish the objectives of

their programs.

In themringtand suntrner of 1974, anoper'iofnv.stirvey in-
striiinept Was planned for,cristribution. At was,deci4ed; how-

. ,

eV,er, that we would q,ot send another questiunnaire but in
stead requesi copies of thOse questionnaires that.each In?titution
sends to the II'S. O'fficepf EduLattun each Ittaf under the
Higher EdinsitiOn qede'rll InfurrnatiOA Seirve;.(FiEGIS) Pro- .

gram. Thiseliminated Che task,of filling out another survey in- .
strument and we hoped to have a betteCrespOnse. The data
that was usually requested from the colleges dealt with the
followirobroad areas.- 1,

e .
Student data (e,g enr011ment; admissions, and student -.

. -financial aid'data),

Faculty data (e.g., faculty by department, average salaries,
earned degrees, and;recently, race). ,

Degrees conferred (e.g.., the number of degrees granted by

academic area and degree level).. . .

Institutional finances (e.g., datazn revenues and expendi-

tures).

Data on other areas of.the institution, such as libraries,'
phy;ical facilities, etc.

Once this-4ta is received by MIS, it is processedboth ip-house
and on computers at the Brookings InstitutiOn irt,Washinglog;
Computer reports are generated which,we utflrze a lk and
distribute to the agencies men tionecrpreviously who needan-
formation on their methber schools'

Whatis Done With This Data

In the past, die presidents, have received copies of their,own
coHege's data reports. For example:

in 1972, a General Status Report was delivered that gave
dataon each schdol along withcluster and consortium aver-
ages. These averages prvided the means for joiresideni to

look at his institution as compared *i;thsimilar institu;
,-*tions as ;well as the entire originaIJACTICS Consortium of

11'3 sch-ools.-The Consortium,avetages were nOt always
based 9n 113 schools because we did not always havecom-
plete data from each schatil.

: ., .

Anotiaryttiort whjch was sent to each presidentin1973
wasJapictiire of vyliat he school look'ed like in Fall 19/2, ''." \-
h0sed,:ori data submitted tours. This reporrwas$ent primal'.
11.y toge corrections or r&i.isibhs of any information that
yZasIiteViOusly feported,: V' . . .

Te.iii44 recent tertort,v7as the pne which was available at ;
the confer'41c,e,regrArStibn "Degrees Granted, and Enroll-.

ment,Ttends jn Historieall °Midges.. Art Eight Year
. released in October 1974. Thjs repdit

. _var.i,ous aspects of enrollment arid do roes at'19 in-

stitutions over the tightyear Oerivid fron5-T96b to 1973.
'Whe,i the-se:rep-or ts we're sent 16 the pr,eicterit of each col

-lege :hdy.wereaccorripanied by an tightiyear',Nrirollment
prOfile for that particulqr insitatioh This report fiasIbeen"

, given wide ciistributiop and serv'es as jus?ful Way Of.Provid-
ing data on The Blaci< col ages toan'y interdsted person'.

rt.
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I might add that a report such as this was very difficult to com-
plete even though the areas of enrollment and earned degrees
conferred seem to be i'elatively simple ones on which to collect
data. Ceti now, we are still missing detailed data from schOols
in these ar::as and quite often we have to resort to telephone ,

queries in order to get any figures on enrollment. In this man-
ner, it rirkes it difficult for as to gevhe type' of detailed br&'
down that will allow us to make an adequate presentation.

Future Reporting-Effort's

There are presentlY a few reports being developed for dissenni-
rration by the end of this year. These reports will he accom-
panied by an individual institutional report and sent along
with the,aggregate to each college president and our survey-
contact OrSon. In terms cif other types of individual report-

. mg to each school, we arestal working on what form these re-
pdrts will take. Along this line, we are open to any suggestions

-you might have on services of this nature that you feel we can
ptovide.

Some ot the reports to be completed this year include:
$

A report which will examine the student aid programs in
the colleges based orf three to fOur years of data obtained
frohi the Fiscal Operations reports filed by the institutions
each year with the U.S.O.E. Division of Student Assistance
and °the? data on state financial aid funds and tnsiitutionally-
based student aid: This will concentrate.on,the pattern,of
student financial aid from,various sources and What kind of
impact these prOgrams lave, not cuily on the students in
the Black cofleges, but als6 the colleges themselves.

Another report will focuS'on a model, which was developed,
by the National Commission for the Funding of Post:
Secondary Education, and its application to Black colleges
This mode! assumes a higher education funding system into
which no new money will go and it concentrates on the ef-,
fectS of distributing these same monies throuth different
mechanisms. This model utilizes enrollment Projection4,
tuition costs, instfuctional costs, financial aid increases Or
decreases, and family income. Theesults will show what
relationships exist among tuition cost, student aid funds,
and enrollment.

-
a. Some trertd, reports which are proiicted for completion this

year

A repirt on patterns of Institutional. Finances which
will examine revenues by source and expenditiftes by
function for the three-year period for' whichflwe have
the most complete data.

A repurtun 'Advanced Degree:, Enj ollment, by academic
,,tro.4, furs those Black wileges which have graduate pro
;grams. Both of the aboye two reports will be similar to

, the ern-unit-lent anti degrees -grant d study.

,

.17

D Another report un Student Fin'ancial Aid is being com-'
pleted from the viewpoint of two different contributors
Leon Belcher of Texas Southern University and
Alexander Astin ulthe University of California at Los
'Angeles. This report is expected to go to press soon.

Three research profiles haVe been completed and will be
released.

The first will be on Opening Fall Enr011ment 1974 li
the Historically Black Colleges and will bqrbased on

preliniinarY date fromthese institutions.
, Another wiit focus on the Black Student Market li.e.

whered6.Black students who_attendBlack colle
come from, what are the chances.of Black,students
even' getting to the college.lIkvel, and what are some of
the _characteristics of students who enroll in Black col-

" leges, with regard to their stanclmgs-rn their high's'chool
classes. This three-part profile was done by Lewis Jones,
of Tuskegee Institute, Clifton Jones of Howard Uni-
versity' and William F. Brazziel now at the University
of Connecticut, but previously at Norfolk State
College-
Patterns of Federal Financial Support to Black Col-
leges andthaiersities, a report which utilizes recent
data,from the FICE reports, developed by Roosevelt-
Steptoe of Southern University at Baton Rouge.

tA Problem Area

The data retiuesti that MIS made this year were for the pur-
posetcollecting the most recent data on the institutions. To
date, vt,e still have a great number of institutions who have not
responded at all.

In your regiStration folder is a list of these institutions and the
original memo sent to the presidents by James Welch, director
of MIS. The,memo gives the namesof those survey forms we re-
quested in August of 1,974. 1.1 your sch'yol is un thatlist, we'd
appreciate, your assistance in helping us to collect those forms.
We cannot makesany kind of statement on, Black colleges if we
do not have data for half of the universe. If we do not receive
this data, it limits the type of reporting that we can do.

In addition, I'd like to point out that this data becomes very
important when, for example, Dr. Charles Lyons or Miles Mark "
Fisher IV of NAFEO-go to meet with President Ford (which
they did recently) or testify before Congress'on behalf of
Black-colleges. Philosophical statements or estimates are nqt

good enough. They want to be able to talk about facts'. This
data allows us 4 means for accurately and favorably portraying
the Black colleges. Also, many corporations or others ask us for
data on all Black colleges which, if available, we provide in the
aggregate. People in corporate affirmative action programs

. may want to identify those institutions who produce graduates '
6
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in specific fields. This provides them with irutia information
on whereto go to recruit Black students for e ploy ment in
their organization.

In addition to providing data to other agencie in support of
the Black colleges, we might get results from persons within
the colleges who may want to look at certaindata in the total
Black college community and make some comparisons wits
their own school's data:

v

one:year cried fir-561 f Jovember 1911 to Nove er

e angwered 23 majorlieqqesis for data on the lack ..

s. Of these 23 only 8 were from Black colleges or relit
agencies. The point I'm making isuse usif we don't have
whaty4;Iu want, we try to make referrals to other plaqs wherq
you m ght be able to obtain what you want.

In clo ing, I hope that I have.given you sane idea of what the?
resear h and data collection aspect of MI5 is about and if you
need anything from us we'll tryjur best to assist. Thank you;

S
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tatus of Model elopni nts
and Model ImplemenitationPro adores ,"

James A. Welch

Staff L

Institute for Services:12 Education, inc.
. .

Management improvement efforts aimed t ward small colleges fu what extent is management theory applicable to actual,
and universities certainly are not new. Pro ,essional asSociations, instilutional operation?
conWIting agenties, and private corporations all haVe emerge0
aS complements to administrative and faculty positions and
den has produced e)Ztremely',valuablc appruhes to assist the
higher education institution in improving its management

Con'sulting agenbes and private corporations have contri, uted
suffis/ently to the field of knowledge which applies manage-

operations.

/,ment and economic m delinoheory to the admints./ tration of
higher edu tion. The AMPUS modeling series developed by
the Syste Researc Group; the National Laboratories for
Hi eAducation's udent Information System; and the
EARCH modelof eat, Marwick, and Mitchell, just toname

a few, are exerripla y of the management models aimed at
small colleges, Ea in its own way has supported the manage-

'mgnt byrciEje s(MBO) approach, to college and, university
management/ f MIS program, iti its conceptual agathach,
likwise is reinf icing the MBO e ictcopt of managineinstitu-

, tiohibut. in co tract with the previous attempts of others, it ..

has varied S-ubstaritially its implementation approach. The gen-
dal .devaillof the MPS concept provides the purpose for this
report. Before moving into its essence, some mention should
be made of the existing modeling efforts which are at varying
stages of development in the small college.-

Cuerent oModeling Efforts Aimed Toward Small Colleges

The National Center for Higher Education Management Sys-
temi (NCHEMS) in recent years via its development of a pro-
gram classification structu're 1PCS), small college demonstra-
tion model program, and a series of regional conferences has.
provided the stimulusifor institutions to view their operation
from a mariagemen system perspective. This is not to say that '

suds an emphasis aabsent for high'er education institutions-
pribr to'NCHEMS, but une could certainly identify the
NCHEMS' inflUence on institutional thinking related to course
oading;intitutionlal organisation structure, and student and
acuity record keeping. The MIS muders, building on.these in
luences, attempt to expand un the concept surrounding

:N HEMS' develOpjnents lbyproviding answers to the .
1.1 irons:

) 1

How, may an institution d Velop its Own managemeht re- ,

sources to prepl!re more e e_etiii.\ planning, programming,

and budgeting?' ,

I

I May an institution be effec ively Managed without the
assistance of automated data pr'oc'essing?'

Focusing on the fiscal operAion of small coll'egei,and, univer-
sities is another eery important serviceigi ovidedby the MUton
Memorial Institute, Inc. tia its Moton Management Consortium
(MMC). In coqrdination with the National Association of Col:

'lege and ehiversity Business Officers (NACUBO), MMC is pro -
viding training and constilting assistance to small colleges in the
areas of general and cost accounting as well as providing inter
pretations of the legal ramifications surrounding the/college
bus'iness office operation. While the MMC touches ri many

mphasis is

fiscal. opera-
aspects of a college's management procedures, its
primanly.tovvard the training of new business anc

tions personnel. A

-Moton's efforts are noteworthy because they d al with essen-
tially the same institutional aud),ence as the Tt CTICS portion
of the MIS program and are providing an. excellent skills base for
fiscal personnel new to the higher education environment. -
MIS, in utilizing recommended pers,onnel by MMt in selected
model dev'elopmental activities; will be particularly benefited
by their advice and council. .

. . .

The National Association of College and University Business
Officers' ( NACUBO) efforts over the years, one woilld have to
say,aye set the pace. ThroUgh its earlier efforts with the ESSQ '

Education Fund (now EXXON) in the development of their..
Finance and Studeint Records Manuals, NACUBO has provided
the small college administrator with an excellent reference
documen4 fur establishing PPBS procedures as they relate to
areas of Student record Main tepance and accounting,. Their re-
vised effOrts, which have recently been rftiblis (.ed, should en-
joy a much wider readership due toits b_revityi, writing style,
andmaterials content. Againhowever, the,p ocedUre for
training and disseminating the functarnentals f PPBS and the
concept of manage.ment team building shall e limited to %.

regional workshops'and conferences for usi ess officers and
selected administrators. The MIS progra , in structuring its
modeling aPpruac a), shall uu I ize,personnelfruM NACUBO in
an advisory capacify: As the models are implemented in.'
model institutions, portions of the materials develbped by
NACUB shall be utilized as references and rom time to
time per onnel from their professional ranks will e calldd in
to cons It. ,

Other professional associations, su h as the Assutjatiun of
.

Institutional Relkarchers (AI R),,th Association of Physical`

2 8
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,Plant,Offi ers, an d the NatlonaI Association of Federal
tiorwOffiCers, have in their -ow ri way supporte sdund man-

' agement procedures by promoting the &title Ojaeration of
theft Corisiituery merobers' with
through dpfinition of office fun
institutional activities which Shc

n the ilistitut
tions and FO

uld take intd
fUnctions and roles these associations c

direct impact oh the decisidn-makirig proces

management operation. The MIS models, th

Working with Small Groups.of institutions

By working with a small -group of colleges on n

basis and drawing liberally from the experien of managers in
n. Either

small colleges, a fundamental knbwledge of th Aianapm t
or by describing - practices of small c tlegeshas been accumulateMoy the S

ly years (1971.1973) of the progra

parent that the comprehensive kin

cqnsidzation :staff. During the ea
'ntinuttcshavp.a

became painfully at
in an institution s management services required by each institution part
refore, shall stresk in TACTIc.S could' not possibly be.provided giien the

the importance of all administrative'roles as a team function iff I

constraints placed on the program. The curren
, proMotipn of performance based on institutional Objectives:

tight money, increased.competitiog for students, and soaring:
,

, in %titutional operating costs place additional restrictions on the
The final'grbup.which 'contributed:to the thinking .going_in to

time management may devote to developing improvements in
ate MIS modeling concept are consulting firms. Through the

management and reshaping program priorities. No combing-
years these firms hate consistently been able to influence
public and private programs which:emp lion of TACTICS-type programs can possibly remove the social

hasize improving the
planning and management of the higher' education institution.

stigma,,much,less the concomitant management problems, tae -_-'

ing the small college. The closest thatany progi-am
"
like

The SEARCH Project developed by Peat, Marwick,,Mitchell,
rhent as- ..7inc. (PMM) under a Ford Foundation Can hope to get in providing usefulimagage

ion grant introduced the .
stance is-to provide the -kind of in-depth assistance on an dy-

. network concept of remote computing and long-range financial
going basis in selected 'administrative and academic areas.i6 an ,?_forecasting._forecasting. The Systems Research Group (SRG)nOvira part
institution. Working, therefore, with small egroupsorihstitu-

of.Systems Dimensi7s Limitedexpanded on the total man
institution.

t

f-
ip ting
ol qr

40:3>

tions on a one-to-one basis would provide for:
agement system con ept of individual simulation modeling and.
was among the first t2 apply simulation `modeling to planning
in higher education. Both PMM and SRG,,however, are profit
making corporations. Their management systern`developmental
services aimed toward thessrnall college bsually require dollar'
resources far beyond those of the institution. ThOtigh they .1 ioth

eoncentrating'a few quality staff and consultants to work .

consistently with a core of institutional administrators;., ,

skills development in an environment, where -the 'results are
actual rather' han theoretical;

have been successful in getting fokindatilans to support some of
. theirefforts in different institutions their model

has been somewhat restricted by cos the.com-
puter Capability required to sOppoft,'Opst management system .

simulations has been historically abseril in the smaH'college.
Given today's economic problems, it becomes-more problem-
atic and less cost effective for these type ofidpbrations to
continue any sizable marketingbf deelopment in the higher .

education sector.
:

The MIS program of ISE resulting from it'ACTICS involve-
ment will result in a more comprehensive management syttem
improverhent effort Vvithin small college' because# :

.

..The'services will have a greater degiee`of permanency.

The cost's for the services will be Minimal

The deiieloement and installation activities 14111 not-ble'
'cared solely,"tb an automated 'environment,

111.S will work with a singk'insfritinidnruther than a group.

Given these fdur basic principles, tie fundamental i,oncept*.-
surrounding the MIS Mddeling effort shot ld'bedb

+.

,

minimizing the distribution of source manpower and money
resources while maximizing tbe.quality advantageous -to the
institution; and .

, .

'' developing andoperauonalizing administrativeprogram
units on a mothilar basis in institutions Wctose resources
qre closer to being typical of most small colleges.

One readiyhatices that each of 'the above advantages in work- ,
ing with a small group of institutionsrelates to the principle of
concentrating total effort on a small audience as opposed to a
/larger group. This advantage is clgarly a strength which has
been,tlie, hallmark:of the prograin's service.

institutional management team building, is oneof the most.
important features of the MIS modeling concept. The manag
ment team buVeling feature attacks hi5ad;on the pram' of per-,'
sonnel movement to and frqm the small college e.ny4ninentt.
By concentrating initially 1h senior- administrators, the program
'modeling effort starts at a level where training and planning
procedure development is More likely to survive. Utilizing se-
nior administratqrs also carries with.it the element of resis-,
tance to chahge. MIScontends that the conservative e'en-loot
normally associated with higher education administrators pro

-
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..sides sufficient ttisting ur at. the ,cry least questiuning uf new
Model approaches'anclprocedures

. ', '. ' ...*

As the wurl. with an instfteniun progresses' and the senior-staff
.

begins to fed MOK comfortable with die 'modeling approach,
MIS capitalizes un ifs work by gradually relinquishing its de
elciPmental Ns Cidsibilities tb the )cmur Staff members. They
n turn work wi h their staff in priiducing the remainmg ele-
Cots uf the nibdeleitlf MIS as an'ubseryer.CInplementing

111, . these staff actiyitiesis a-regular schedule uf reports and presen-
itati?ns tunic larger institutiunal audience syhu,_though

7,

affected by the model deselopments, are not directly involved.
Once, however, everyone- either directly or indirectly begins

. -to work o' n the'cletail planning and Management problems of
the institution, the personaliti, confikts-and progr' _politics
which usually accompanies program change grade ily.climini-
shes and eventually is.replaced with performance- ased criteria
for the entire institution. 'b. .. f. ,, -

. i

. The team-lcuilding.feature embodies'in the MIS o,defing ap- s

.proachmherefore, distinguishes itself from-other ode ui -
ing approaches due to its,mainemphasis of working initially.

1

with senior' institutional persofinel. . .
4 A

.

Prbcedures and Vroduct Documentation --
,. . .

The basic difference-between MIS.docupeftation anl pre--
vious modeling efforts is one of_gt.yie:. The N1CKMS taxono-
mies and reports, the NACUBOthanuals, and similar efforts'
piovhde excellen tIreferenCes and theoretical 'flows of toW a

s. .. V- .

1

c014 r univas'itaffsbotz/d operate or what should be' th propec
gorii tip° of proeramS.Within'theihcse types of manu Is,
in th ir portrayal of real 'World situations:prove and shall on-
tinu to pri5vCentarritously beneficial to co,Heie rrianagclrne t.
The 'MISTnanuals, drawing on these efforts as referervs-,
tempt to describe the hqw to procethire's for operational pzi
a particular-administrative pcogram from the stanapdintoti
the is the Cvuy it was done. This y telding,frut'only a
model, tut also'setting in placfre personal skrfl5 and new pit),
ceduces whith an inqitutjun.can Anti y.pth"because th4 ,.
produced.them. Thdfdo.curnyAtation which MIS RroduCes'
merely, describes wht the institution has dope.

-48
The antecipiated 'should, therefore be qfk rous. By

1Vidualizing the'frio cling to adslngle institution.' accordande..,
with the concept f management team buildin MJS,prov4ds -

both a specific ser ice to an institution arrda-g feral skrvice to
all TACYICS,instiigtions receiving the.ddcumekatiOn. In
another instance,, Through operationalizing a rilodelunit.inv
singleinstatution,)he institinion is provided the opportunity
of,..analyzing the/training and implementation' teChniuqes em-,
Ploy,ed by thzeVIS teirn and,will be able to structure their
owndministrative training techniquendiprograms to, their
benefit. .

The diagram on the following 'page (Figure 4) delineates the ad-..
mrniskratiVe 'modeling Units which are currently 'under develOp-
mentby MIS,. The flow lines in 'the diagram depict the.adMini-

.strative unit's relationshiptotheTPBS (items 1-6) which in itself;, ,

is a trtOdel pre:sentlyuricler development.

;

F;
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Workshop
piemen.tation. Case Study

Frederick A, Fresh
Staff

to Ed cation, Inc.
The esign thFMIS irilodels should support I st tutional Re-

sear data needs as we)Il asl the data and proce ural needs of a

part cular administrative area, Singe, initially, it e models are 1.

irnplemented at a Model institution, it is mperaxiye that
he if i ti I h r d other regular c nsumers of fin-

er conside,ra-

ton is give esrgn

I
lost tate far Services

,Ahstact

Manajem nt Information Systems (MIS) of the stitute for
Services t fAcItion, Incorporated is a,service omponent of

-''.TACir (Technical Assistance Consortium fo I mpro ing
College rvices)..The major MIS program Tor t is year s the .

develop ent and implemernation of Model ad inistrative
informa iori management Procedures. The implementation ap-
proach involves operationalizing the procedures at a model
inStituttonunder local institutional constraints.e , I

4 A ' O''',k Isr .

- MIS assists a karmgernent team at the igstitutiVhrough col)-
sultat)on in analysis, design, implementation, training, and f

docu entatio6:associated with the project. One suchprojecti
was, uncluded 'Vie area of Admissions a Registration at
Jarvis Christian College, Hawkins, Texas! hlis.presentation taro
vides a status repoit and sums-nary of the activities involvedin

andimplementing,the jirOlect:`
k

Foreword
A-

-G,podmorning, ladies and ge,ntlernen'.

By this pointrn our workshoryou should laie some ideas:
aboUt the current thrust of the MIS programdeveloping,
docurnenting,and'operation'alizing plianfiing and',
information rhanagement.inodels. Sortie of idiu are con tribut-
ing to the triOdel develppment`thrOugh your input in the work-
shop sessicins. A. dditiOnally, tlie result' ng)ata should support
institutional research needs by supporting comprehensive data
ba'St development. ' .

' ,
" Since marry of.youknay have Participaxop'in the institutiona=l ..

Research (IR)-sessions rather than MIS Sessions/ I want tei Paus

''' a moment -to ernphasize tht relatil':m.shil; between MISand IR
Each institution is besieged with*seefningly endles's.reque
fot.data fOr orte survey',01".apother. SO erring' .

,:requirernents o funding so- e, while callers may be queries

front- a serious res arch

st tu ona res rcela e ,an g

. stitutional data make their needs known so [ir
rid f' h *d h

. . .

Introduction ,

The discussion on the MIS mOdelIng, concept described the
process for developing model addlinistratiye procedures and
making them anyerational reality at an institution. Anele-,
ment of this process was the 'developments of workshops arid
seminars on the model program unit. This element assures in-

- creased visibility of the institut'ion's effort before the TACTICS
audience. , *

The presentatiph of an institUtion's management imPrOtiement
effort at a MIS-sponsored worlshep is intended to stimulate
others in the TACTICS to critically heyiew its own procedures
vith an eyetowards improvement. Perhaps some feedback may

' be appropriate for incorporation in stibsequent.inaividualized
.models. The following presen
model i plerhentatio
discusi

.(:+n-tili-eRe.$011ustrate the
class and to stimulate ought and

Inqit iahar racteristics (See Figure 5)

Jarvis filliStian College is a fully aCcreclited, private, co-'
edu qtional, church-related -college, located just east of
H wkinsTexas. Although its setting is rural, Jarvis is located

'thin a 25-mile radius of cities' with populations of-35,000
or greater. Dallas, Texas, and Shreveport, Louisiana, are both

*`' Within a,100-ile radius.'

Jarvis, under the leadership of President John P: Jones, offers
programs in the,,humanities, physical and life'sciences, social .

and behavioral sciencencand'teacher education. Bachelor of
arts and bachelor of science degrees-are offered in these area s.

Other institutional characteristics are summarized in Figure 5;

e.

xternal to your inStitution.'Tre in-
_

;_siitutronal research eeds datktfiat-is readily accessible to
p"--titwelop statistio for planning; reseafch,:or Propqsal input. Re-

' sources are wasted if the sotice pf data and proceChres for pro
, cessing must be generated upoh,receipt- of each request. Neces-

sarily, then, a s:ymhiotiO:relatiorishiP exists between the Man-
- agement Information Syterri and the I nstitutiogal ReSearchl

officg; The, researc consumer of the goods produced by
the MIS. the well-planned J5 will capture data at a single
source, nrovidelo efficient ito age, and support logical pro-
cecJures tor refrieva andsubsequent manipulation.

. .. ,. .. . - .

The rnissionstatement ofJCC as taken from the mostrdcent
catalog reads a follows; ,

,

"The- purpose 1 Jarvis Christian College is to provide adequate
opp reunity, i the oontext of theivdeo-Chnstian ethic and '

with the limi s of its publish d programs, for the maximum
devel prhent of all its stUdents Jarvis has been and remains

3 2 ,

1
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open to all students, but gives special attention to the needs of. - . ,
the.deprivedarta disadia- ntaged:The college has been and re-

'mains olAn ;to alldenoinations, but, in its official church
service and is pietiaration-forwOrk in th church, gives
Ipea cial atte tigh to minis ry in the Christ n churches."

' .. . ' -.

Level :

Affiliation:

Campui Size:

Faculty'Size:

Student Enrollment:

Degrees (June 1974):

Tuition and Fees:
Boarding l* $2,114.20.
NonBoarding $1,234.00

Estimated Replacemen
Value of Physical /$5.3 million/

Four 'Year,
Echicallianal

Christian Ch
of Christ)

1,0Q0 Acres

50

509 (Fall 1974)

102 (I3achelors)

CO-
,

rch (Disciples

Figure 5, Institutknal Characleristics

Initiation of Contact jee yigure-6)

del jnstitutio can take one of's al

,

y request help of a splcific net ri via

The ;election of a m
I forms: .

An institution
TACTICS work tatement, . ,

'

MIS may \know of an instituan,whose priority/ obleM
implies wit a odel progranimed for developr'ne

.
An instituu may contact fylis as a result of its exposure
to our program through workshops an'd conferences.

, \
The last method applies to the initial contact with Jarvis.
During a Fan 1973 MIS In-Service Conference, the JCC Di-
rector ofIntitutional Research approached a MIS staff mem-
ber. The expressed concern (vas too lengthy a registration pro,
cess. Later MIS was requested todetermine why registration
consumed so much time and to consider automation.

Preliminary Investigation (See Figure 7)

On

visite
ecember 6_7,_1973, a MIS staff meRber nd a consultant

ICC to gather data fa analysis of n eds regardingtlivil
the upglade and possible automation of the st dent registra-
tion system. The'initial analysis resulted in a !linen report
with recommendatiOn for

A strong program of pre-registration.

Collection of student personnel data on one form at one
time only. j

Identification of Institut on

TACTICS Work St tement

known Match Be een Priority Problems and
MIS Programmed D velopment

Direct Request from Institution

I nitial !Problem Definition

.1 egistration Process too Long'

Determine Why .

..7:onsider Automation

igure 6. lkiltialion of Contract

Reco4nendations

Pre-Registra ion

Single Sodr e of Data
a 1 Central ata Dissemination /

Reduce etlundant Card Checks and'Ehd ements

rncreasi Business Office/Financial,Aid
Communication

Schedule

Proposed Schedule for Preparation of Student Files
for Automation

Follow -Up r
Institutional a6sourdes Could Not Be Allocated to
the Schedule at Mid-Year

I Mpact

-Stimufa ion of Concern and,Interest Relating to the
1 Impact of Planning and Management on Institution-
/ al Operation/

Figure 7. Preliminary Investigation

Centralized dissemination of student record data by the
registrar.

Elimination of repeating identical data on multiple forms.

in Elimination of intermediate checking,and endorsements of
forms. .

Submission of Consolidated listiyaf-fifrancial Aid awards
to business office.

. MIS observed?that the team approach used at JCC provided ob-
jective and flir,assess ct of the bottlenecks within the registra-
tion system. The brood\ba ed membership of the committee
should add weight to recom endations they may make for ad-
ministrativeTmprovements.

33
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One pr duct of the in teal visit was a proposed eight month
schedul for preparm student files for art automated student
registral ion and grad 'porting System. fits was inOuded with

the it i&'al report. In f low-up visit on 27-2811974 it
was 1 ailed thlt the Or posed.schedule mild have proved
disr-uPtivie to on-going activities if resuu ces had be41 applied
at mid year. The schedule had not been implemented, how--
ever.

x
Jarvis decided that jring\June1974 the major Obie tivesof
the top administrative staq would include a period f can.

sultaltegi on the plans, schedules, budgets, and polic es ofthe
academic and administrati activates of JCC for the coming
school year. Also, th concept of automation as it relates to
registrationtlprocedur s,wa,s to be introduced and the impact

of such a concept a yzeci.

The major impact of this segment .1,:lf the Jarvis effo t was, as

expressed by the President, the stimulation of KC' concern
a d inter st relating to management and planning/and the
mpact ese elements have on the operatioriS,,of the institu-.
bon. A this point, he ground work had been laid'for the

/Ifuture developme efforts. , t

Model Institute (See Figure 8) \i

During Aug 1974, the MIS'program plan called for the ini-
tiation of tudent Records Model which includes Admis-
sions a. Registratioh The MIS Director associated the pro-
gra direction with the known needs of Jarvis. The President -

jOrvis vqs approatted relitive to ICC being a model institu-
tion. As such JCC would-receive con entrated, free consulta-
tions on its need, implementation of a solution, and documen- .

'talon of results
,,

S engaged the necessary consultants and scheduled an
?rientati on meeting at Jarvis fl.)r October 2-3, 1974. The re-

kilts of the meeting were:

L

A narrative description of the existing registration system.

The desi nation of ,two liaison persons.
Mrs. . Clift, Financial Aid Director
Mrs. . Waddleton; Admissions Director/Registrar.

Scheduling of subseqUent activities:' -

C)

ti

Workshop on new registration proc ures,11)ecerriber 11-

12, 1974

MIS/jCC Presentation of Pr
Jar4iary 13, 1975

Eva

197

AdmissioAs Proced

res to Fac' 4t y,

uation of Registration Proceduret'jjanuary 16.17,

res (See figure 9)

The Jarvis Christian College Admissions Procedures are shown

in Figure 9 The key factors to note arc.

31.

34

Associate- the Jarvis Reg'strabon Problem with the
MlS,Admission/Registra Kin Mcide.1 Development

ObtOin Written CommitMent cif the JCC President

Coribuct Project Orientation Meeting with Faculty"

/
CoOi mittee

.
i

Delegate Tasks Between ,MIS and Jarvis

Figure 8. Model'Institution

Designation of Admissions Office as sole contact agent for
, J,CC with the student.

Creation of a master list of admitted students to be distri-
buted by the Admissiohs Office.

Detftiled dissussion of-the procedural flow is provided in Apper-

dix

Entering Stud nt Registration Procedures (See Fi gure

This flow di ram (Figure 10,ctpicts the flow of the" CC regis-
-tration proce uros. The preparation registration m terials

(registration s) will be completed for those studen s whose
n mes)-14ve, sedsulAitted to the Registrar on the aster

List, prepar _by the Business Office. The registfati9n process

for enterin 'students takes place in the days immedtately pre-

cec ing the siart of classes for each semester.

e key here is that multiple contact with angle rep-
tr, boo ivity has been eliminated. Discussion4srentering
s dent egistration flow is included in Appendix B..

e-Registration Procedures (Sec Figure 11) ---
re-registration procedures differ slightly depending on the
emester for which a student is registering. If ere-registration .

occurs in the Spring for the Falc se mester, then the'. registration
procedure is similar to that for the newly. admitted students.
The similarity comes in the rtquirement for the student IQ,
declare-his intent to reside in campus housing and ihe need to
execute financial aid affidavits: The housing intent must kle";
evidenced by the payment of the hous'ng reservatipn fee, or
negotiating deferred payment until 'th Fall term.

During pre-registration, the'Registrar may have knbwledge of
the mid-term academic states of the student if that student has
been reported as being on probation. This knowledge serves as
a guide to advisement when considering registration for a given
course. Discussion of Vocedural flow is contained nAppen.
dix C. . .

Pre-Registtation Completion (Re Figure 12)

_Registration for pre-registered students is completed lust prior
to resumption of classes. The procedural flow is shown in Fig-
ure 9 an`dsdiscussion is provided in Appendix D. Registration
is speededl by the elimination of academic advisement and sign-
off. Schedule changes which have become necessary or desir
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APPLICATION
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REQUESTED
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REGISTRAR
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Figure 9: Admissions Flow Chart .
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PARKING
P4F3MIT
STICKER

,

6

7 AQACI,EMIC.
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,'CASIAIER REtElliT

.

Figure 101:1; Entering' Student Registration
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Figure 11, -Pre-Regist,ration
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able since pre-regkstration ar candled unde exislingdrop-add
procedures.

1 . t \
\

, 1,

. 1

JCC/MIS Regjitraqbn System
.

1\

orkshpp (Sep Figure 1,3)
,0 ' - , -The next jotnt vent vvas,a wOrkshop held at Ja yis on 13ec m;

bet- 11-12, 197 . The pur -ose was for.informati 'n exchang .to
refine die MIS-propOsed odificatiOns to Admis ons,andi
l?egiStratioris procedures, uring the first day; M1S staff Pre-
sented the existing r,egistr ion system flowswhich was use as'
a baseline for modificatidn. This was followed by a Preser\i

1 ',- tionlon the proposed admissions and registration syst.'ern$.,T1le
, MISjpresentations were,concluded witlia chari-which.graphic-

ally ompared the flow of the-existing and prckiosed syste $

agai $t-a matrix of people /functions versus admissions arid
,'regiStration activities. i

,,
t

.
'' The Jarvis inputs were' (1) a ddscriptionof the physic layout

of the registration stations for the Spring term, (2) su mary of
Prekegistration,activities with statistics, and (3) feecib ck on
th proposed system. Jarvis acoclerated its rrnilementi tion
schedule by planning and installing their pre- registration pro.
cess in parallel with the redesign of admissions and registration.,

The feedback servpd,todefipeth,e liMitations pn changeS which
could be accoMmOdajed within' JCC system. Examplesef Con-
straints are .

,'
. ,,

- ....: ..
,.-

Most of registration'is, held in the 5cience Building, a 7,1"0
minute walk from the Administration Building.

# 9 ,
, 9

S,tudentsarriving prior to,registraion,myst be housed
w ether or nut a housing deposit has been made.,

Using the feedback, the MIS staff re
and presented it for cumnittee co

'sed the proposed system .

urrence on thc,second day.

Jh tasks in the p t wuc 11,avresentation. of ri

,,the modified admission's and registraj.ioo procedures to the.
full faculty or;')anuary 13; 1975, (2) evaluation of,regisira-l" "
lion', apci,.(3) documentation. CC was assigned to research and
prov ide-rcicvant policy statonents for eachiatir'ninistrative unit
as it pertains TO ,missiuns and registrAtiOn.

The faculty committee inyrulved at,j,CC included the President,'\:

Deans,,acaiemic and administrative division heads an cirepre-'
sentativ.es of affected area; testing and counseling). This-. .
committee now calls itself the Jarvis Nt/anagernent Information,

Systems Council J AN MISK. Inca ntally, the composition
of this committee, with Me designation of a planning assistant,
could function as tlie.planning teatn'in the PPB context.

DOciimentation (See Figure 14) ;
,

Two reports,were planned for-this effort, one fc4 evaluation
and theother forsystem docurnentation.A Registrition Evkl-
igitipn Profile ,s7s.las,produCed on ,February 21;1975 and sUbse-

rt

0.

P esentations .
i

EXisting Sys m 'tII ,4

. Physical Lay ut of R Station 's ()CC),

Summary of re -Reg' tration A thirties IJCC) '

Proposed Sys em (MI )
'

1

i
'1 Sy s te 141 '63 mpara0ve tl ow (MIS)

Feedback, .. 1

.. Ph4cai,Coni4aints

1.

Polity Constrajnts-
_.. ,

,Results ''` , '
9C I

' li Ref ged System

Out ine of Remaining Tasks
; .

'

Figure 13. JCC/MIS Registration System yyorkihop

Registration"Evaluatipnoprefire
200 Questionnaires Distributed
114 Used m analysis
Recorded

0

(A) Student Classification ;

(B) Activity Processing TiMe
(C) 'Activity Assessment-

-I Statistical Analqsof Registration Time Provided
Report Transmitted to JCC in Late February, 1975

Jc,. .. Admissions/Registiation Sy'stem Documentation'-
pesCription of Problem
Summary of Model Development Process:
Admissions Procedures, ^. ' .

., Registration Proceduret
Organizational Rksponsibicities,

F,orms and Reports Description :

Figure p umeritation-
L

4uer,itly. transmitted t isarvi`s. This report is based' on an
Uatron 'questionnaire which, was randomly distribulel'd dur
rdgistratiOn About 40% 6f the registrants (200) were give
questionnaires. Of the 1.28 executed and returned, 114 wer
usable for analysis: The questionnaire was organized into th

-sections. ClassificatiOn (student classification, registration'
status), activity procesiing time, and activity iCsessment (stu-
dent feedback). A,statistical analysis was'perfOrlited on the
repPrted serviccs-times at each registration attivint. The static
tics, average service time by activity, by ciasSificaljoh,'and

'average total registration the will, provide a`kasis for future ,
A,evaluations.

N.,

'40

.

The ICC Admissions /Registration Systerp Documerrto tion is:-
the final project report. It Will jriolude'a'description
problem;sumMat\of,the MISmodel development pocess,.
,/
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narrative , flow ..harts and schedules of Admrssions andfiegts-

tration Procedures, organizational responsibilities of admini-
strative units volved in the proesses, and escriptions of
forms and repo s. This documentation is being drafted and
reviewed.

mmary (See Figure 15)

ehave described I ova the MIS implerientation approach is
r to4ded worleand have shown thro gh the Jarvis Christian
Coligge clomple-that it does work. The asic ingredient needed

/ I/

1

Institutional Co mitmentdi
i

U Planing and Design Assistance Provided
I

? Individualize Implementation Approach

Responsive to institutional Constrai4ts

s Implementation Pace Set Through Institution -Input

. Figure 15. Summary

4

by MIS is a commitment by the institution to allocate apprqpria
ate resources to the -model implementation. MJS will assist in
the analysis, design, implementation, training, and documenti-
tion associated with the project.

A key factor in the approach is individualized imi*mentatrop.
We began with the existiv JdC Admissions and Registration
procedures and sought to`make them more efficient. The re-
sulting procedures reflect tote physital and policy constraints ,

pointed out 6y the JAY MISK. The implementation process
at Jarvis was accelerated by in-house planning.

As a service component of TACTICS, MIS could assist-your in:
stitution as it has Jarlis and as it is doing currently at Miles ,

College and Mississillri Valley State. Our services are available

through contact with the TACTICS Coordinfating Office or
by direct n tact in, our offices.at the Institute for Services t4
Educatici

IF



APPENDIX A

).

Admissions,Procedures

The Admissions Office will send admissions materials to all
1 applicants. The type of applicant will determine the content

of an admissions package. In any case, the contents, will be an
appropriate combination of the following:

Letter of trins-mittal and instruction.

Application !for admiSsion.

Application/for financial aid.

Rep-on of medical history.
I A

Housing informatiOn form'

Two-year calendar

a Transfer-student transcri t analysis.
-

Letter to foreign students.
4 4.!

Application for admissionforeigo students.

1

. s
' The admissions process is initiated when the applicant submits

--the-required itilms to the AdmissiOns Office.
. - .,/,

Upon receipt of the material returned by the applicant a deter-
inination is made as to whether the application for admission
is complete, the application fee is enclosed, and all the required

- forms have been included. An application master control card
and an applicant file folder are prepared. The receipt date is
then posted for each item that is submitted now and subse
quentty.

If the application package is incomplete in anyya-I er is'
,sent noting.omissions and processing ceas-e-suntil all items

are submitted. ,

Once'the package is complete, the determination is made by
the Admissions Ccimmittee as 164the academic aceptability
of the student. If the student as rejected, the Admissions Office
sends a rejection I ter and no further,ortkessing is necessary.

. ,

If the applicant is accepted and has submitted a financial aid
request, the financial aid forms are forwar'ded tosthe Financial

Aid Office for further processing.

;

ti%

The Admissions Office then) prepares a

/

reply package contain-
. ..

ing: ,

i

. I,

1. Admissions notification litter.

Financial aid letter of award or denial (if aid is requested).
. ;

3 Applicant acknOwledgement of acceptance Op declination: ,

4. Housing reservation fOrm and request for roOmreservatIon
fee. .

The aPplicant must complete and sign items 3 and 4 and retqrn,
themimmediately to the Admissions,Office. The room reserva
tion fee must akomparTythe reservation request. The signed
letter of acceptapce,is used to update the applicant's statuson
the 5nast9-lisl.

l'he Admissions Office will_create an admittedstudent roster
which will be sent to the Business Office and the Dire,ctorfof
Recruitment. The Business Office will in turn create a master- ,

list,of students indicating the financiastatus of these students
relative to any existing delinquent accounts and the status of
the room reservatiadeposit. The master list will be distributed -
to :'

t ,

Financial Aid Office to prepare letters of credit.

Dean of A-Cademic Affairs for kc.adernic Planning,

Dean of Student for room allocation, orientation,
.,,and testing

aRegistrar for preparation of the registration kits.

The master list will be continuously updated for pe- riodic dis-
tribution until Ocisons are reached on all applicaa nts acrid all re.
quiredorids anafeeS have been submitted.- .

-tt
Conditional admission is granted when one Or more require-
ments are ?lot met in warribted situations:,,

PartiaFtranscript.
a-

Health data form (medicat'fOl'm

.4 2 ------
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5l

I 5

1 .1

Anierica College Test (ACT) scdres (test wil(be'adirtipis-
terpd.on aropuS).

#
, %II List of ivjectediapplicaryts.

List of ac6epted applicants.

he cunditioh should be 41oated Within the first twelve wor ,ging r

Sys of the semester.
..

The admissionS process will be terminated with the production
of the.ollowinireports: ,

*1**--t

r

v

".

1

#

H
ti,'.1..iSturcOnfirmedtapplicants. I

, .
I ..

List of min-confirmed applicants.
- .
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X
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t
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APPEN151X B

6
. s

0 '''.

E,ntering Stuaedt Rtgistration Procedures, '--.,.. -
. .

- . The peePar4:tiOil ofregistration inaterials (registration kit) will
13e,completed for those stUcieritss whose names have been sub-. .
mittesrto the Registrar on the'rrraster list that is prepared by
the Business Office. The'eegistration process for entering

.:students takes place in the days immediately preading:ttie. .

actual start of classes "for each semester. --'-''-'.-'-',:-
..,

Step 1

Students report to the Dean of St udent Affa'irs Office to,ob
tarn a housing car'cfor lodgirig on 'c;i offcampus. At this time
fhe-stucleh t affairs representative will notify'tlie.student if
thereare outstanding financial obNations that preclude
registering. If so,-the student will. be instrueteci to report to
the Business Office prior to, cornr'nencing registration. Aka
the students who have cleared their financial obligations will
report to the Registrar. .

I .
7

'Step 2

udent next reports to the egistrar and shows the hous-
card, Tits Registrar will issue a registration kit and a permit

ster. The registration kit contains

Daily pro9m cards (3) -Blue, Green and White.

Trial sdhiecitrie.
- .

The issuance of the perinit and kit
.)
iss bated on the 5 tus indica-.,

ted on the\master list. This list has been -received fr mt he Busi-
hess Office and is the controlling document for co, tinuing
nlregistratio : lia,student orrivsi ut the Registrar _without having
Satisfied his obligations or without presentuwa BuSinegi Office
clearance receipt, -hers directed to tlieBusiness 0 ffiAr for his ,

Clearance and must return to the Registrar prior to continuing
)..

registration. If the stud!.,' 0 t h'.1cli.ared ell financial obligations-
-buf,14s-some missing documentation that is required by the
Admissions Office, he/she..is directed to the Admissions ii I--

fice to make arrangements for clearing those requirements
prior td continuing registration.

,

..

Confer with advisqr to plan academic program..

,Select courses with help of advisor.

Prepare trial s`chedure under supervision of advisor and`
- obtain the advisor',4gnature on trial schedule. -

n- V'

'. n Proceed to faculty member in diiiisibnal area(s) to enroll
..

forthrffsedlndhilie trialschedule initjaiklvherrpfa4eid-:,--- .-_
', on the class roll (if a class is apsed return to advis-Ohand_i_-

selectanbther course). . . ,.. :...
.- .

. .., --. .. , .
Fill in personal data on registration cards and transfer .

courses from trial .schedule to daily program sicie of the
registration 'cards..Arrange courses-s0 that the time Classes

Step 3
.

Once all ctearances have been obtained and th'e'registration ljt
issued, the student prole' eds to.the Finbncial Aid Office./114e
has been awarded financial ussistancel-lere theVtictent execu-
tes an affidavit and receives a financial aid lett, 6P credit.

Step 4

, meet fain chronolog

Obtain signature of advi

Step_ 5

Pr'o'ceed to,Dean,of Academi

I order.

r on registration ,ards. 'n

,

Affairs for endorsemept. The
Derinwill examine the stride 's program, initiate airy cprrec -'
&ions, and apptoveit by signing each registration card ancPthe .
trial scheiduk.

Step'6 ,

The'student then proceedt to thel he cking static ii to havt! 41
mpletertess. If they are h4t
harever Cor'rettions are rifc.

As 4in

forrhs audited for accuracy and
in order, the student Must make
essary anct return to his advisory'.`

Steio..7 (Student's with automoblks-Onl

Pruceeiftthe automobile registratibn station tore the
;vehkle an,'"td obtain a parking permit sticker to be afi the

ichicle. I
A..

4 . (
1

N : ' . ' T.

AStep ii " - . ' .
; 14

,

;Next the student.shott go to the'aeciwntz;(1palyst. The bops.
ing,card is deposited here-ast)d,,an a's'sesstnent form (t active;

. 'Finanelid aickand any prbvious acci?Isr.it l?atante Ny.q,ber0141' t
,.and/or-ereconcliede , n

' e

,s.
Step 9 --

, . :,

The studenntien-goes to the itcatternic asseisor who.;
.., ., .- . ,. - _. .

Computes tuitiOn'cbarges. is
Studentsnextreport to Advisors, The-student will do the foil'
lowing during the advisement period,

,

-4)
41

Assessesaboratory fees.

0
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of
.1'7 *

p, 10

Proced tolthe Bdsiness Office assessor v4hO

.

Try

Step 12

Proceed to the identification cardstation.
,

Makes a summation of charges, less fillancral aid. Present pink assessment form to ID typist.

I .. . ' .. Sit' for phOtograph.Collects white, blue, and green copies of assessment form i r. . -0

. leaving the=student with the pink copy` . : .
:`, ... ' Rd&ieye pink assessment form and ID card.'

.. .
Gives Business'Office zlearance-:trial scheduleAnci.blue, . ,

green, and white registration cards are stamped.

Conduct negotiations for deferred payment, if needed.
i

1

-: -
Step 11

Proceed to the cashier:
,

Payment offees and charges.,

Issue all receipts.'

;

This gornfiletes the registration process for an entefing student.
4 / ;4

.Stpdent tioldipgs at Completion of Registration

1 Pink coPyarassessment form

TTial schedule Which must be presented To'each, instructor
upon initial entry into each class scheduled.

, Identification 'card.

IP Collect all forms. The student retainstk<pink -copy of the
assessment form and trial schedule.

.;

1R

e

.

e

42
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APPENDIX C

PreRegistration Procedures

The process is outlined by the following, steps:

Step 'I

. Pick up 0-e-registration kit from the Registrar's Office.

Step 2 (Financial Aid Students Only).

Students who receive financial aid will proceed,to the Finan-
cial Aid Office to execute the appropriate affidavits.and get
the necessary clearances. j :

-..

Daily programs a're,written.°

o Class roles are fornlicl.
.

11 Certified by the Dean of Academic Affairs.

Step 4

Next, proceed to the check statioh wh ere the forms are audi-
ted for accuracy'and completeness.

Step 3

Students proceed to advisement where.

.Degree plans are reviewed.

Courses are selected.

Trial,Schedules are prepared and signed by the advisor.

IL

'Step 5

the student next moves to the,BUsiness\Office assessor who
assesses-all'other fees and totals the 'assessment form. Any ar-

rangements relative to deferred paymepts are negotiated it .

this time. The student leaveshis pre-rekistration kit at this
point and terminate pre- registration.

.
The collected kits are forwarded to the Registcat for sube-
querit processing before the next term's registration. \ 4

IS
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APPENDIX'D

Completion of RegistrationContinuing Students Procedures

Registration for students who have pre-registered is completed
by the following steps.

Step 1'

Registration begins in the Registrar's Office where the student
obtains the registration kit containing previously executed
forms. Prior to issuing.kits, the Registrar will check he master
list that contains data frorrythe Business Office and the Dean
of Student Affairs. The Business Office data indicates the stu-
dent's financial status. If these records are not in order, th
studenemust proceed to the Business Office to obtain a fin
cial clearance prior to continuing registration, Once the Busi-
ness Office clearance is obtained, the student returns to the
Registrar's Office to obtain the registration kit. If the student
is found to have academic problems, notification will be given,
but registration may continue.

Step 2

The student nexCgoes to the cashier. At this point, all students
will satisfy their financial obligations as determined during pre-
registration. Appropriate receipts will be given and all forrr

4

I- t 7

47

collected. The student retains the pink copy uithe Assessment
Form. The forms amforwarded to the Registrar who isrespon-
sible for distribution.

Step 3

If appropriate, the student proceeds to automobile registration
to obtain a parking permit.

Step 4

Finally, the student moves to the, dentification card section
and pqses for the ID photokaph. The typist completes tho ID
card and the student retrieves the card and pink copy of the
assessment form.

Student Holdings at the Completion of Registration

Assessment form (pink'copy).

Trial schedule which must be presented to each instructor
upon initial entry into each class scheduled.

o

Identification card.
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-' ?The Relationship of Management Information
Systems and Institutional Research

Lois Torrence

President

lhe ,Issociution for Institutional Research

My topic isthe' relationship between management information
Systems and institutional research. I am more comfortable
defining institutional research than I am in try ing to define
management information systems Onsthe latter, as a basic
starting point, I would use the definition Paul Plourde (ECS,
'1972) and others use. A management information system is
"An_ information system which provides the manager with
that information he needs to make decisionc."7.11is simple
definition has the virtue of focusing on the objective rather
than un the means whether manual sy ems, computer -based

ms used to reach thatsystems, ur some combination of sys
objective.

With respect to institutional res arch, I would suggest the fol-
lowing definition:

Institutional research is the stueg and analysis of the opera-
tions, environments, and processes of institutions of higher
education. The ublectivus of institutional research include
achievement of improved institutional self understand, g,
clarification of the uses of the human, financial, a
resources, evaluation of the teaching-learnin
a lysis su portivc of effective-planning; idassessment of

e outcom,s orthe vari d activities of higher education.

The na-6re o rn tution- I research, its function, organization,--
and relations to other stitutionaractivities, have evol ed
rincipally in c past des c. Although now rtcognired a al

nificant an cparately i entificd activity in a large number
o nstitt.ttions_o higher ed a ion, institutional research is
stil rapidly cham;ng. A Iva ally acceptable and fully corn-
preh sive definition,of the fie d probably is still some years
in the u ture.

agencies notably the pub c funding,bodies asked for more
and more justification for i reasing support, instittj,Lonal re-
search emerged as a separately organized function in some
public irfstitutions. In the pasi decade, private as well as public
institutions, and small colleges as well as large universities,
ha'ye recognized the need for the institutional research function.
Statewide and national educational agencies also have begun

'to utilize institutional research and its products.

The co opts qf self-study and self-evaluation are the fourida-
tion fro whiCh institutional research is evolving. I n-a_broad

and gene iI sense, all institutions perfurmin4sucial functions
have, th ughuut history, been subject to ev4atiun. Evalua
tion may e internally generated ur it may be externally frn
posed, it, may be explicit and planned or it may te obscure

d almostincidental, it-may restiftiaabrupt change or it
may being change evolutionary in nature.

For I stitutions of higher education, aspects of evaluatiorl
and analysis today attributed in part to institutional- resell ch

have evolved from -a'continuing, but seldom explicit, review of
activities in relation to objectives and to resources. As institu-
dons grew in sire and complexity and as the supporting

ATthough institutional research has been evolving rapidly in
the past decade, the developments in the automated means
which are available for use in creation of management informa-
tion systems have been more like an explosion. And an un-
planned explosion leaves a great deal of debris in its wake. (I

will return to this point later.)

Sin'ce my field is institutional research, I would like to ap-
cfruach today's topic from that Standpoint,pd would like to
focus the Topic on six areas that J think are 'Major parts of
institutional research. As I review them briefly; the critical
role of an effective management information system will be
implicit, i'not always explicit. The six functions are/or are
related t

Basic Data

ManJtgement and Info ation,Systems

A lytical Support

Analytical Models

Ev attkn

A poi un of the information which J will be covering is in the

pro of being developed by Bernard Sheehan and me for a

short rticle that will be mcluded, in a proposed International
Ency opedia of Higher Education.

EU CTIONS

sic Data

Adequate and reliable data are the basic building blocks on
which institutional credthility in. the external corrimunitj, can
be achieved. Within the collegiate community, faculty reluc-
tance to consider the educational process as amenable to any
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'useful quantification presents a challenge to the institutional
researcht.r. 'Utilizing basic data, maintaining a constant inter-
est in basic operating data systems and, at times, collecting
data, an. significant and continuing functions of institutional
research. You may be familiar with the Saupe (in Dressel,
19'l) ri.quirements fur basic data, (1) Clear definition of the
elerhnts of bask data with acceptance and understanding by
all who deal with the data, j2) internal consistency, (3) c9n-

. sistenc) over time, to the extent that is feJsible., (4) avail-
ability Through timely, scheduled, and regidar procedures and

,,iuctiur), and (5)e:apability of being understood and of
bting-acepted as authoritative. A data system built on these
principles should provide an institution with sound internal
basic data.

Institutional reselrehha.sbeeo, as the name suggests, institu
tion I -oriented and, by clicke,-rather strongly directed
towarq ion of management related problems. The in-

education while the man-a7,i,

-.0,...........eni.p..ha.sized a myopic view of higher

focus, with its reliance on in--

in-
stitu tionaf focus

formation often. not considered pub ----.4-- * reinforced the.

parochial view of the institutional researcher. ve ex-

change of studies was inhibited under these conditions.

I
ye toward greater openness with institution data, ..

the esta o state-widemissions, t a y efforts
f the Nationa ter for e more
;cent efforts of the Na--- enter for Higher E.

nagement Systems to develop commo effnitiee
in rmation exchange procedures have created_new opp r-
tun ties for exchange of information which have not bee
full utilized. The institutional researcher neeA to make i, or

----effec ive use of Ater institutional data and to extend his o
her k wledge'of data and-of higher education trends beyo d
the bo ndaries of the campus.

i ..--) .
-,_ ___.-

The suc ssful development of a basic data ile for this co-
- operating up of developing institutions p ces you far

\ahead of institutions.There are other g ups of institu
tions whic ditionallj, share reports on vark us activities but
Without hay a shared Common data base. T e state commis-

)
isins or agen s are now the chief movers in p ssing for corn-

Mon data and eporting, but these efforts are li ited by ge o-
.graphic boundaries, in some cases are limited bathe public and
private dichotomy, and in other cases the value of sharing is

. , Thnited by the disparate nature of the institutions included in
, the state system. For example, if there is only one state univer-
-sity, there is not much that you can compare, when you try

to share data within the limit set by geographic boundaries.

0

generated in the operations of,a college or university into
comprehensible information to serve the policy-making;
planning, anc) governing processes of the institution ...
Management information k created when the detailed opera-
tional data are interrelated, analyzed, interpreted, and,pa-
uated In- reference to the policy issues and decision problerps

not

the campus each service or administrative departfrient is

. .. the institutional administration." Data itself, then, is
not information. It becomes information only when it has'
been analyzed, interpreted and related to policy questions.,
Because of this fundamental interest in information for de-
cision making, the institutional researcher should be involved fi
in the planning, design, and evolution of the institution's
information system., --.

primarily interested in the information system which supports
its own operation.. The institutional researcher may well be
the only person with aCorttinuing interest ifi linking data far')
different operations. For example,nhe caleulation'of instrud;
tional costs requires linking student course enroilmen data \

with course characteristics, with person I inforniati n on in- .
structional staff, and with data from fins cial information
systems. The institutional researcher, the , is interested iri .

P something which males it possible to cut across what might
dividual, small segments of the system.\ "The individual

.
segments may very well serve.the purposes of the payroll,
office orthe registtar's office, but there may be something
missing in terms of the linkages that would bri g thisall,

ether and make it the most useful for the in titutional
rescarcher.`qnly when the various institutional

tub-systemsare-compatiblecan the instit tional researcher milke full and

ement Information and

A t.C43tral functioauLattuut
Mason (Dressel, 1971).is the

stemsli+

onal research i entified by
translation of complex data

effective use of the data.
,

I don't know to what extent y ur consortia are usi cg some of
the nationally developed comm n data definitions. suspect
that you are using at least HEGI and, you may be u ng solne
of the NCHEMS product p., If yo are using NCH fine, but
I would ay simply to use wha_is seful t you--d ry to
impose ome external s+errt.on y ur institution if; ci,
it will t produce whatiyou rieed.

. 1 . \
Qne of the hazards.of generalized syslems,is that they litss e

similar decision processes as well as a set pattern of int rre
tionship of data At the institutional level, although ea
restitution is riot nearly as "unique" as we would like tat
think, we also are aware that, patterns and processes are,
neither rigid nor identical from campus to campus. Even so,

compatibility With the nationally, developed systems rni.Y
become essential in the years ahead.

Analytical SUppor7

The provision of analytical support for allocating and uti-
liz,ing resources is another function of institutional research.
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to many of y our institutions, I assume the Financial Vice-
President or Treasurer is the budget office'r and, as such,
makes many of the decisions Thy institutional research of-
fice should be able to suppIS, substantial supporLto the budget-
rriaking process, especially in supplying comprehensive analy-
sis of past, present, and proposed uses of resources in relation
to the institution's edigational prograMs,objectives, and re
sults. Institutional research is drawn into the budgeting pro-
cess because of its,institfiffltsrmicle perspectiye idtn policy ar
planning and because of its primary concern with Processes of,
integration, analy sis, interpretation, and evaluation of ir1stitu-
/lona! information:

There.are many practical.iiroblenis in attempting to account
for total institutional resources byrprogram, by conventional

object, and by organizational unit, especially whencampus
conditions are 'often ill-defined and outcomes are perhaps
unmeasurable.

Continuing challenges to the anal y tical skills of an office of
institutional research are found in three 'areip , faculty activi-
ties, facilities utilization, and cost analysis,

t

.
Studies of the use of faculty time frequently 'focus on
scheduled instructional activities: These are the most visible
and, within strict limitations, the most readily measurableof
the varied faculty re'sponsibliities. Stecklein (1961) outlined'
methods for identifying muse fully the range of instructional
and non-instructional activities and the relative proportions
Of faculty time.sP4n.t On etch, A survey, of the faculty is used
most frequ,ently- as t e source of the i fohnation on the distri-
bution of time. I ha e great personal eluctance to use surveys
which ask facility to ve their estim to of the amount of time
spent on various activates. Someho,, the hours almost in-
variably total just over fifty per We , Morkitensive studies, '
such Is one in British Universities cl cribed bytarter (in Doi,
974), have utilized a diary kept by \ acuity members who ,'

ere requested to make entries each alf-hour for selected
eks during the year. The usefUlAes 9f this tel hnique is

hi ly dependent on the attitudes of i e faculty ;ho are as ed,,,
to articipate. Despite refinements ins acuity activity and work-
lo data,Blaelcburii,(in Doi, 1974) qui e rightly Oates that "a
col ection of data on partiCular faculty chaviors and attitt des
do 5 not lead to a summation which poi rays the r.aliky o
professional life." Furthermore, there is he que5tio a joint
c %and jOint products. If a faculty me tier iswor ing with
a graduate Student and conducting research, how do de-

terMine what Oortion of his time-is_initruction and wh t por-
tion research? This is another of the problems which We have
not resolved satisfactorily.

Principles of facility analysis are perhaps The most straight-
forward of the several resource categories. FloweveA, the
magnitude of the data problems of space inventory and utiliza-
tion and the judgment require toob tam agreement for space/

factors and utilization standards for various programs and
kinds of space complicate practical facilitjes planning and map;
agernent. Today, with capitaLexpenditures for physical expan-
sion severely limited, attention must be focused un better
(hOwever that may be defined) utilization of existing space.
This may entail renovation, rather than construction, or less
departmentally controlled and more institutionally controlled
space, or more pint useofshigh cost space. For example, can't
chemistry and physics classes use the same basic laboratory
facilities, or biology and chemlstry,classes, for that matter?'
Can't engineering drawing and art,yse the same configuration
of space? The point is, if we look atSpacin entirely conven-
tional terms, we Will be Unable to=respond effectively to the
shifts in student interest.

Cost analysis,is a function IA institutional research which is-
closely related to allocating and utilizing resources. Institu-
tions have &me cost studks for a long time. The, most com-
mon studies are those which deal only with the direct cost of
scheduled instruction. Other studies fall at various points
along a continuum from direct cost to full cost. Typically,
full costing studies define a set pf university activities anti esti-
mate the extentio-Whic-h-each organizational unit'contributes,
to each-activity. The costs of e activities of the university
are determine4by relating the source allocations of each or-
ganizational unit to the activiti undertaken by each of them,
andras-appropriatt, the costs,of e university activities are
translated to costs per student ac deroic program and summed,
to yield institutional costs per stia ent. I personally have
doubts about the full costing con t, 6ut I would encourage
,,moVing beyond purely instructiona
would include direct support such a
plies, equipment and, if feasible, som
of space used. I'v\voulit go this far, but
viously, the management information
moderately suphisti.cated if this,j5 to b
it is to be utilized, cot obly.for dcpartm

a-

salary cost figures and
clerical support, slip-

allocation for the costs ,

not much further. Ob-
stem must be at least
ccomplished and it ,-,

tat costs but also
for the costs by stu ent majors.

.

The 1974 report of\ e Corinmis,sion on the, Financing of PO.si;

/secondary Education in the United States Aiggested that rra-,
tional standard procedures should be developed for determin-

'mg per-student costs in post - secondary education. The report
%.".*as followed by an int4rim proposat-(Farmer, 1974) for such
procedures. The potential ramifications of costing pro-
cedures, especially if they are utilized in establishing policy
for federal funding, should be evident to those concerned with
higher education management.

Analytical Models

Moving beyond destermination of the costs of specified activi-
.

ties, cost analysis may employ formulae which estimate costs
or predict resource requirements on the basis Of institutional
parameters, such as the number and distribthion of students,
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class size, fatuity workload, and salaries. Sometimes called
simulatiup models, these varied computer-based analytical
tools are used fairly widely in education (OECD, 1973; ECS,
1 972). Analytical models are of interest to institutional re-,
search for severarreasons". (1) modeling leads to a better un-
derstanding of the institution sinde basic assumptions, objet-
buts, and values tend to,becotne more explicit and hence.uper-
a tional , (2) models tend to routinize some ihstitutional self-
study procedures, (3) modejingniay gliedecisjon4nakeirini.
sight into the complicated relationships among costs resources,
and tcurnes, and (4) improvement in scOMpleteneas accu-
racy, nd consistency of institutional administrative l ba;e
usuall accompanies experimentation with Models.

. ,

The Qu ry model systein described ixy JairiesVelch I i caper
given at the AIR Forum in Vancouver in 1973 appears t ,be a
large step in the direction of enabling your consortia inst u.-

tions to expeilinent with modeling.,

.
'Given their imitations, promise; and popularity, the ideas d
techniques .management science an&SYstems, such as cos
benefit anal y is, data bale management systems, program bu
gcting, and st .ent and TacUlty flow models, planning and re-
source allocati 'n models may be a primary concern of institu-
tional rept of these require rather sophisticated .

hardvv arc and s /ware It is a function of institutional research'
to look ahead, t create, proses use, and evaluate approaches
to management t at will be use I t I at institution and yet
will not s uanti the whole pr s tha will impair or
vitiate the pre work of the inslitu that c work of
the scholar and the udent.

n,

Evaluation

I think on evaluation I will sby simply that there arc Malay
kinds of evaluation. There ca be evaluation for accouritabil.
that is, to'cleterminc the wis op of the,way in which youibe
using your resources to terms of what you hope to have in the

. ,
way of outcomes.

t ---. . --- -w ..,
The need fur evaluation for.accountability ancrwternakar,

., .....,
agement is felt in all sectors of postsecondary education. Xr.

i..... ...,
4thuugh the production fugktions are uncertain and the inputs
nZn. fully edmprehended, ligher education institutionsNtotave
obiectins and outcumeswhich require funding and hence
credleClustiflugop.34

Probably the area in which institutional research hasjaile
do what it should du is in the evaluatitin of teaching and lea7n- '

ng. More is done, I believe, in,:that area by those Mitthe'disci-
Ones...May cholugy arit education than in the offices of rn-

stiIiltional research.

There are other areas cit. evaluation such as those relate

sponsored and departmental research in which we have done
almost no evaluation of.the research process. We do a lot in

,
*

the 'way of gathering inforniation,on the total dollars invOlyecr,
in research grants'and listings ofpublieatiOns grow ing:out of
research, but very little On the research pi-oCesses.as such. ..

.
When we look at evaluation processes, we should keep in
mind the vvarni,ng by Sibley (Bowen, 1974) that when evalu-
ation becomes instittltion Auld .-especiall; When there is ells-.
sention about governance, priorities, and purposes;:and
impedence is therefore hjgh the entire process.becotnes polit-
icized, the results ha-v'e dubious.value, and the costs to the
tern are truly staggering .... To stitutionalizt and thereby
routinize evaluation may be to kil it .''4 think the wisdom
of this is that when you get to the oint of feeling that you
-have everything under control, thaveveifything is completely
routine, that you'rnay very.well have disturbed the political

.

processes a h,c1 relationships on the\campus to such an.sex-.
tent that the.evaltiOon doubMd, will be challenged, .
and,ybtrWill find'youtself back at thli beginning again, tryingt -
towork out a new'system2of evaluation.. "..

Planning ,

*Support of the planning function is anothCr fluor function OT
institutional research. Planning is a continuous process which
includes the establishment of goals, the selection and assess-
ment of alternative Ways of achieving goals, the determination
of the most appropriate alternatives, and the developrhen't of
methods of evaluating the probable impact df alternative
proposals.

it iS a proper role of institutional research to asst nets

nd decision-Makers each phase'of planning. In essence, a
stitutional res ch ought to be functioning. as a

and, in th way, providing support to the
offic
policy analyse
planning effort.

4,,Iiihesitant to make dogmatic statements
icla nship between planning and instiational re
many s
whereas on

distinction that I
ning is thiAt.the plannin

oision-makingoffi
that the institutional reseirch pers

cer.n i ng the

ch. On
I campuses/hose functions have been combin

er carrpuscs they May be separate offices. The
between institutional research and plan:

ffice on a large campus may be a
-making is seldom the role

akesr_soilatt a se par a- .

tion of .4.he two functions may be more u
in a small institution. Qn the small campus, the
making Is probably at a vice-presidential or presidentia
rather than with the Olanning office.as such. Whatever the re-

ina'y be, there would hardly be an office on campus
that could provide better assistance to the planning function,*

. than the 'institutional research offiiN.N,
t.t

As Dresscl(1971) has pointed 'Out, "... planning is most at-'
active and accepted when it involves expansion in program

and acitilies.." Under the conditions prevailing in the early

thanliWarri e
ion-

-, 'N., .
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'1970:s, when piahning is vieweclaS meaningthat sorpeto-
grams are going to be hut, planners in higher education need
all the credibility and analytical support that, can be mustered.

These sixfunctions of an IA office can be immeasurably ard'ed
by a well conceived ,and effectively operatingra,nage7-rient in-
formation systerri. This system does not have to be automated
but die capability,9f response within the time frame most of
Us are given' a day, or two hours' may be imProyed.)vithauto

. mation. I carefully said ';may be" because experience has
taught me that the manctal system may indeeibe speedier in
some cases. The transition to an automated system or if you
are automated, the transition, tb second or third generation
hardware or' software systems may be the most t aurnatic ex
pecience of your career! (I think ,I heard "Amen" this cor-

, ner.)

\Since 4 believe many of y Ou are directly involyed'inor
'responsible for institutional research on your, campuses, I
would like to make -some comments on some'of _the con-
ditions whith l' feel will contribute to the effectiveness of .4 our
work. Some of these may seem unrealistic,:but.that does not
stdp me from saying thern. .

,

.

The officeof institutional research -or analysis or studies,
etc.. should be staffed and placed in the organizational struc-
tures of the institution t best meet the purpose of that in-,
stitution. The office nee s reasonable autonomy to ensure
independence from speci I interests, to sustain the credibility
of its findings, and to pro ct the staff from excessive involve-_
ment in short-rangt opera ing concer'ns and crises. Thus, an
office uf institutional,rese 'ch .ittlemphasis on management-
related studies and activiti might report to the president,
while offices which ar mor invoked in research on' students,
curricula, teaching, ass sting faculty,' and other committees
with self-studies might epor to the academic vice-president.
The proper place in the \instit tional structure for the office -

depends on the pecularities o the specific institution. Regard-
less of organizational location' it is imperative that the gffice
of institutional research Ilave i stitution-widc access to bask

ation. It is also imports that the office be regarded
ctpal source of reliab institution-wide data

ih
astir . . .

office slxkil se free, within its chartep, dorities, an e-

sourc o provide vices to anyone on request. This is' a
broad chart ut the ent uf the statement is to make yo
aware that the ins io research office should not be per-
-c_kived solely as an arm o e administration. If possible, you
shtN try to help yoUr college senate ur legislative body and
its comrlt ttees when they are working on policy questions. If
you can de lop the ability to respond not only administra

requests t also to requests from other components of
nity, your chance of being vietecd as ob-

.
the co
j tive-will be

. .

Irtsome institution's, the:staff of an office may consist of a
single prof4siona[ persoo. Occasionally, a faculty member .

may be given the inSqtUtional research assignmerit while c,ori--.
- tinUing with a reducdd teaching schedule. Still instill,- -

,
: 'tions ySe,*pecial f*ully committees for the study of specific

A. .
issues and rely on various administrative officesfur the c on.
tinuing data needs. It is probably not economically nor polit-.
icafly feasible to staff the office of institutional `research with
the f ull range of permanent staff analysts wouldould be
needed to meet all of the legitimate demands made for Inst.au-
tional research services. The capabilities or a given staff of, an
office of institutional-research should be,supplemented, as'

. needed, by :calling on the skills of other institutional per-Swine'
tnotably faculty with the broad, range of expertise represented

in the various disciplines.
0 0.

Offices of institutional research may differ on the bisis of
operating style and degree of professional involvement in sup-

port roles. For example, one office may act only, or mostly,
1

in response tb.specific requests, intetnal and external, for sta-
tistical data. Such an office might be \characterized as operat-
ing in a passive mode. In contrast, an ffice with an active
style is characterizvi 14' the ability to, nticipate need for in-
stitutional research services. It marangcinate simply the need
for specific information, or the need for imprpved information

I -,..
sy stems, or even theneed for management tools and techniques
to match the institution's management style. Working within\ , .

the institutional management style ar9 the realities of cah-ipus
politics on which the ultimateeffectiveness of its work de- ,

pends and utilizing statewide and national information, an
office of institutional research should anticipatenot,lyst re-
act, and should take initiatives which in the professional-judg-
ment-Cif the stoff.sVil1 prove beneficial to the institution. The.
judgment of the director, and the director's relationship with
administrato ?sand standing with ,faculty colleagues can be
important, even crucial, assets to the office.

)

Institutional tesearch anii the management process it supports
have their politics, psychology and art, as well as their eco-
nomics, technology and science. Since the Collegial system of
government of most institutions rests in part on shared
responsibility and shared value systems, institutional research
must be effeCtive withih the various facets of campus decision-,
making Paradigms. 7

lop

Operation of an office of institutional research raises some
difficult questions of strategy and ethics. Tor example, the
office may provide inforination fob both administration and
faculty in the collective bargaining processes, and this im
plies that the office must be trusted by the major sectors of
the institution. The office of institutional research must be
a part of the institutio ut it should be free of domination
by the administration. The ice must be perceived as an

objective source otdatk There will be a seminar at the

5 2
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very - little haszbeen

written and I will be very interested in the suggestions which
6come from this seminar. ,

. Association for Institutional Research Forum in St. Louis
in April on ;he subject of ethicsand values in institu-
tional research. This is An area in which

40;

.

In the context of-the value ofithe IR office being viewed as
objective, and in view of the reliance of the IR office on the
concept of'data translated, into :'illformation:, and, finally
since we are ih WaShington today',. I would like to read
briefly from a Wastn4ton Post report of a CBS Radio
broadcast by George Herman last November.

The knowledgeoble,corinoisseurof the Washington language
will want to take a very careful look at a recent Department
of justite release about counter intelligence programs. Bad,
enough that surd prdgiams are called co-intel-pros.- But
even more astonishing, on page 18 one discovers with that
rare thrill of discovery, ling linguistic look of.wild surmise,
that federal agelip sought to confuse talet groups by var-
ious means to "to provide disinformatiori."

References-

-

. .

6,

' °`
2.

Disinforipation! A brand new coinage to beculled from
,this long dull releesetnd lovinglypreserted between the
pages of a big diction)ry in Wiltich It doestnot otherwise
appear, At leaittnot yet.

,

In lime not knowing about disinformation'wilFsurelYbe,
. a grammatiadisdemeanor. It may not exist in the English

language, bOt in Washingtones4, I predict a mistintly brit -.
rant fixture for it .The,re no end to the malicious disthief .

and endleSs disc onduct that may now spring.up ain_resfalt
bf this marve' llous dlitake. It's a neiii world. where infor-
mation is officialli.miS penied and the gullible are disled

. -
, .

-"Disinf;--...mation" thjstis what 1:Warit You to avoid.-
tir , .

There isa challenge to the institutional researcher anclio- the
devejopment of an adequate man gement inffination sys-
tem in support ofjnstitutional rese ch. I think that chat-
lenge is great and it calls for a co ex variety of skills
technical, communicative, and analytical if the objectives
are-to be met. Thank you.
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Workshop

AdmissiOns, Registration, and Student Record&

Clevelan,d Thoma§

onsultant -- '
.

Institute for Seri/ices to Eilucatiott; Inc.

ABSTRACT.
,i:- ; ,',:

This wo4. rkshop,gioup will examine the -relationship of ,the

Admissions and Registratidn areas to the program' lanning

and bildgeting process of the institution. As we consider, the,

tnumber of-students,wo apply, are admitted, enroll, graduate, ,,

or drop-out.of the irlstitotion, there are many-ramifications

related to tnisrocess. -It will be our airn'to discuss this from

a functional Pointf view.

Our task for this session will be.tO answetthe following'

question:

What are the desirethelements ofa system that

wiirsufficievtly satisfy the requirements ofhe

Admissions
and,Registratioy. areas and support

the program planning and budgeting process?

This will be devetoped around the follov4ng areas.

Data Requirements
,

a Pi(ocedural Requiremeots
S.

,

Obtessing Requirements.
*".

r-,Resource-Requirements

Reporting Requirements

linroductiort

Whae`Does Admissions /Registration Fit Into the Total-Olan?-

In amore comprehensive way, let us view (lie overall Manage...,

men t Information Sj,stem,(MtS) as it relates to the planning

effott and where each of us in the Admissions/Registration

areas fit into the total scherne. (See tvrarragement Information,

System' Diagram, Figure 4.) As stated ab,ove,the planning

effort defines each of the program unitsand determines their

goal(s). The definitions, and initial pr&gram unit goals halt

be used in shaping program
objectives and activities for each'

unit - for our purposes, (a) Admissionz and (b) Registration.

Our discussion will foCus onhow each of us is involved in de

terrnining goals forth'esetwo areas. In other words, what is

'the _involvement in the deveropment:olguidelines for planning

the program analysis
process,'nsche.dule of reports for the

two program units? -

Another facis of our 'concern is an analysis of the organiza

tionafttructure asitielates to the decision-making process.

,Clearly we realize that the MIS is Only a tool:- a means to

an en'd and notthe enclin itself. It assists institutional mana:

,goys by ii-Ovicrling thep with necessary data to make decisions.

l A clear'undenrstanding of the thiee le yelsrof menagemtnt are-
,

necessary riaryThe develoknent of our task. For odr purposes,

we will-define thesethree levels, as follows. ISee Organiza-

Uonal Related to Decision444ingthart 'Fig--
;

ure 16.)
, 1

Policy

Institutional policy defines tfleprinciples which guide the

overall managpment'and operations of theollege. These

policies am Wide and general'in scope, and theyrange any-

I.,4,/,,hbre from Philosophy
and objectives to proc dures for in-

At the outset,I,,,tfiink itjs-iinpOrtant to refer to an earliq- stiutional personnel, from'admission criteria to guidelines

presentation, IA-IS-ProgramPlanning and,Audgeting,'"be$re -. : f&-funthraising. , ' . ',- '

devdloping the' specifics of rthis workshop. The relationship of . . .

, - ,

The
iolloWir4sample'questionsneed to be answered in Order

totalpkogram planning effort is 4 critical one. _Even thqrgh

the focus-of the presentation' was a Prograft! Planning and ,-, ,...-

th Various acirniistrative units within.flio ihstitttio" nrind.the
-

Bud g9 ystem (PIN3)),-thereArescerfairvel;`ments-of 14135.

try. e CAM' 'on to any systernatit planning approac.h.,yotror,. .

your ,n4ittition maybe .tising, Planning, M.,inagetnent and'

vainatiOn (Mt) or Vanageen'ent By Objec ives (M.B0).

,i-Itne approaches Involve the deVplblrlent athinStitutional 11' How is this information
gathered, by whom, and how

to provide' some insight intp
decisiOn-making process:1

*$,' :What are tie admissions/registration criteria?
,

WhAt kind of information is needed?,

. '
. .

1,

AT :

..-- ,

misto,, staternenr,,thc.assignmeovolprogrl
gOktisto each : often?'

,pocYgram
ndadminisiiitive ttilit, and, finally,,,tite,accorn- , -

,,
illistiment of program dbiec:tive's thai'resaft'in gZaal achieve-, ' ' 'Fi orv;is this information

reported, to virt om and by who

mentand\futallnien/pf the'institvaiat ri-Visiion. '.
and for what pu'rpose?

''' . 4 I
' s ; ''.

.

\ s' , .. 1

E. ,

' \ 4 -5,

51

5 4



Ai> .

Managerial

Managerial decisions interpret policies and delineate proce-dures to be followed by personnel at the oper&ns-level.The answers to the following questions will clarify and as-
.sisCin the development of a registration system.

What information is used in managing the registration ,process (i,e. data, reports)?

P What are the registration
guidelines (i.e. what is the ration-ale behind the present registration formits usage)? .51?

., What kind of reports are generated to inform both policy-
makers and operations staff? : , ..

Operations

Operations dvisions translate both the policy and managerialclkiisions into the day-to-day activities Of the educatidn enter-prise. These functions,are
generally performed by those di-

rectly responsible for the activities'of partictilar organizationalunits (i.e. admissions, registration, financial aid, housing) ofthe institution. .

(The operati3)staff, in answering-the following questions,`willprovide the institutional
managernen,Lwith the necessary tools

: 1,) assess the e5(iging
admissions/registration procedure

determind what modifications if any, are to be made.

POLICY

MANAGERIAL

OPERATING

fi
TYPES OF OECIStONS

t

Other Elements of the Discussion

Facets of Admissions That Will Require Planning and Policy
Decisions:

Recruitment Factors

..

O Areas of Concentration IC

Academic

Geographic

o EconomicS

o Ethnic

Numbers

Early ReqUitment

Screening and Evaluation

Acceptarice/Rejection

Confirmation

Closure

Development of Master List,

Facets of Registration That Will Require Planning and PolicyDecisions:,

DECISION

AOMISSION AND
FIEGIFRATION ' 4' CRITERIA

.

ti

AOMISSIONS AND
'REGISTRATION

PROCEDURES

DECISIONMAKER

BOARO OF TRUSTEES

PRESIOENT'"

VICE PRESIOENT OR
DEAN OF ACADEMIC
AFFAIRS ^

'VICE PRESIOENT OR OEAN
OF ACADEMIC AFFAIRS

-4--- DIRECTOR OF AOMISSIONS

ACCEPTANCE AND
REJECTION OF
APPLICANTS

REGISTRATION
OF STUDENTS

REGISTRAR

DIRECTOR,OF AOMISSIONS

REGISTRAR

.1'Figure 16, OrganizaIional Analysis for DecisionMaking

O5
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V
Iv Preparation of Master Schedule

Registration Preparation

Pre-Registration

Registration

New Students

o Transfers, etc.

ProbatiOnary,

Changes (trop /Add)

Closure

,
Development of Class Mils and Their Dissemination

Registration Master List

Types of Data Input:

Quantitative Reporting

Cost Analyses_

Non-Reguested Recommendations

Information for Monthly, Quarterly and Annual Reports

Direct Reporting (Eye-to-Eye)

Functioning on Committees

Third Party Involvement

Federal and Non-Federal Data (HEGIS, etc.)

Types of Data Output:

Admissions/Registration IMpacting Other Areas,. Annual Report

Financial Aid Report Calendar
.\.

Housing Self-Study Report

Health Services Faculty Manual

Personnel (Faculty/Staff) ' Student Handbook

Facilities . State Education Agency Report

Instructional Reports

Fact Books

Finance

Grants management

Student Records Federal and Non-Federal Reports

ea
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Workshop

Personnel Systems and Budget-Decision Making
Lawrence J. Brailspird

President
National Institute for C0/77011/1711)/ Developmeat

Concepts and Relationships

The use of personnel systems as management decision making
tools is a relatively new idea. Historically, the bulk of person-
nel information within an organization has been viewed as
limited to the payroll mechanism. In recent years, however,
many institutions, public and private, have contributed to the
development of personnel management concepts that have

gone far beyond the limited payroll mechanism utility.

Within the context-of the small college or university, person-
nel systems have a larger potential role than in a production
or service environment and there appears to be a greater need

for their expanded use. In. the absence of products or services
for which clients make payment and/or other p`roduction/
output-mode operation and resulting feedback, these small
colleges or universities must learp to use personnel systems to
measuie their effectiveness and improve management dbcision-

making

Management information systems arc useful to the extent that
they_capture and report relevant data in usable form and on a
timely basis to a/decision-maker capable and willing to use the
data generated. Most MIS operations are budget-oriented, how-
ever, and devised for use by financial managers or other
decision-makers. Within the small college and university world,
ttelmancial managers' decisions apparently are most often
concerned with personnel matters. It this rs true, and most of .
the data reviewed indicates that it is, then there is a [moor .0
relationship between the personnel system and financial and
budget decision-making. The main purpose of conducting a'
workshop concerned with personnel systems and financial and
budget decision-making was to place specific focui on the
benefits to be achieved from using data provided by an effi-

iacient personnel system in the iirocess of financial and budget

decisioninaking among small colleges and universities..Within
the total program preened in the workshop, however, were
several other considerations.

Admissions

Registration

IC Financial Aid

Housing

Health Services
-P.
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Models of each of these information slab -units are being Bevel-
oped, tested, and prepared for use by otheparticipatiog
small colleges at a host institution. The personnel system mod-
el (process) is being hosted at Washington Technical Institute
in WashinitOn, D.C. A comprehensivas..manual is nearing com-
pletion in which the process is documented and procedure's
and sample forms updated'. Thf manual is 'designed to provide
assistance to other institutions in implementing a total:person-
nel system or as an evaluation tool which may lead to small or
large modifications to existing personnel systems.

Financial and bddget decision have two major functions. the
identificationi:4 how available resources can be allocated to,
achieve program goals, and the provision of a sytem thrO gh
which interim program changes,can bt achieved. Thos espon-

sible for insitutional research are increasingly in th orefront
of the decisions surrounding these, functions. I itutional re-

search officers, more than others, need to b ome effective
interface agents within institutions; theyx early must be
deeply iniolvedin the process by whiepersonnel and finan-
cial decisions are reached if they Ito meet their growing
responsibilities.

The Personnel System Model (A Process)

Any system (even one that is process- dependept) must have
specified bounds, usually n*de clear in the definition of the
system or model For the purpose of the workshop, we ac-
cepted as a model the system being developed by Washington

Technical Institute.

Ofd the many possible perspectives from which the personnel

. system coiiid be viewed, we choose the functional view. This
approach makes possible comparison with budget line items,
if the institution has adopted a functional cost accounting sys-
tem. A personnel system embraces a range of activities, and
the logic fur including a group of tasks under a single respon-
sibility category must 6e consistent with tile overall organiza-
tional structure of the institution. Failure to adhereto this
will result in an imbalance between 'authority and responsibil-
ity and duplication of effort. A typical range of activities as-
signed to the personnel system begins with developing the lob
-classification scheme and extends to record-keeping and eval-

uation.uation. hstmg of the functional components might include
the followinit

Job Classification

Reciuitment



'Supervision

Record-kee-ping and Reporting._-
. 1

Selecttgin Proco--'
t

Hi g

Commorucat

Evaluation

The rob classification activity starts with designing a scheme
which includes the logic and criteria for establishing lob posi-
tionS within an institution, and for the review.process."This
latter aspect is often overlooked. job-classification is not a
one-time task. Educational institutions are dynamic in nature
and change, even among the most conservative institutions.

c The extent to which this activity is undertaken will determine
how much unnecessary catch-up work must later be done with
in the college. It is important to note that mistakes are appar-
ently inevitable in this area. The lack of insight that contrib-
utes to a lessthan-complete lob in the creation of a useful job
classification scheme usually is the same blindness that pre-
vents the identification of effective remedies.

. -
. :

In the.construction of budgets, the costs associated with'Selec-
tion beyond direct salaries often /'not get Considered,' yet
hey are real dollar costs. Selection and recruiting are often.

"..'cohfused we have chosen one of many -.Jul distinctions.
Recruiti g is initiated if the select process has identifi
potential candidate for a speci work requirement,
celled rofessional people1 ave been successfutfy elected but
lost due to poorfeeriiiting. D'irrg the selection process an at-

A" tempt is made to find.a pc,rson with the skills and other attri-
butes that will res_ult-in-getting a particular job -done at a level
of euelle.ncCriuring recruitment, the emphisis changes to
demonstratin th t th ds f id ifi d did II

The sequence in which the personnel sys'tems' functions are
listed is intended to reflect the chronology in which they in-
fluence each other. An effective lob classification scheme--
should be a prerequisite to the selection process; the selection
process is a major data source for the feedback evaluation sys-
tem for the lob classification function.

g a o your, ent e can ate wi
be met if he becomes-a-Member of your institution's team,

re. --
Data should be maintained to permit revierand evaluation of
selection methods, costs, and pOcy analysis. As knowledge of
the field increases a means must exist to capture such,knowl2
edge, update`policy and procedures where useful, and monitor
the impact of tile modification within your institution.

After the' selection and recruitment functions have been car-
ried out, hiring is the next step. Salesmenlefer to this as clos-
ing. The subjects for discussion between the applicant and'the
institution include such things as timing, type of contract,' '
policies and procedures; his/her authority and responlibility,
etc. The extent to which the other functions of the personnel
system have been thought through clearly and completely, and
be6a,kept up-todate and documented will have great impact
on getting your candidate-turned-applicant, signed on as a
teanymember. -

.

These functions--job classifitation, selection:recruiting, and'.
hiringare all intake efforts. What follows is a different.phase

-of-a-personnet-systern:'___The selection process must take into consideration-sources-by
lob class. Each source must be monitored to insure,that its use-
fulness is-the same as the last timeit was used or better. Selec-
tion sOurces'are sub e t_to a variety of influences that may
change-their usefulness to a particularinstitution, for example,
changes in management, changes in cOnditionsTrithreaT
financial reverses, the loss of confidence in their clients, or the
termination of their business.

The selection process should be a stated policy and that policy
should-require reyiewand evaluation consistent with the job
illissifIcation function.

Selection has a great deal to do with the administrative, aca-
demic, and operational efficiency of an institution and general
ly is more costly than most people reali'zc. If well done, it will
contribute to low turnover in all job classifications and allow
sufficient time to fill planned and unexpected-vacancies
which can be a major contribution to a healthy working cli-
mate Selection should be dune in such a way as to avoid plat -.
ing staff in positions nut deserving of their capabilities.

,Once on board a new team member representsnewchallenzes
to the institution. If he is good, can the institution keep him?.
If he's less than what the instituteItLs prepared-torderWitif,-
... now carThFerminated? There are a number of considf

'orations worth discussion reiardingthis range olpossibilities
each should be covered byawrittdri policy and evaluated
regularly and often. EmplOyees in small colleges And univer-
sities are the major resource and alb major cost, representing .

more than just their salary.

In each of the functions in the personnel system leading to
hiring a new team member there is a clear relationship to-

p financial and budget decision-making. Employee;"salaries
have an even greater role in financial and budget decision-
Making. A large investment has been made in bringing a corn-

y-.
petent team together and that investment must be protected.
Turnover places burdens on an institution's budget in,obvious
and not-so-obvious ways. Assignments left uncovered or coy-
ered by staff,already over-committed usually results in im-,
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portant tasks not being accomplished. Any task scheduled,
assigned, and reassigned to an over-worked staff person, must
be followed-up on. Any review-of how well tasks are per-
lormed under these circumstances should conyinceanykne
that better answers must be found.'

Scheduling tasks, budgeting staff time, and main taininga Almost every college and university (small or large, Black' or
team are some ways to avoid over-loading, misusing,-and under White) is faced with the problem of accommodating outstand-
supervising staff that an institution would like To keepTthe ing scholars. The issue to be tested is the usefulness of a work'-
ability to do these things is a direct reflection cif having *

, ing personnel system in reaching a financial and professional
enooghmoney allocated to the priority tasks, arrangement with such scholars. One issue is how and where

to find the money to pay outstanding scholars. The discussion
ures should cover the entire' _made it clear that-they are expensive and Black scholars are
avior within an institution. even
ive and fjexible

uld be-based on how to treat
anon rather than being just a com-

and dun' ts and flexible to allow for special

Cases Discussed in the Workshop _

Practical use of theory is necessary to illustrate the soundness
of the theory. During-the workshop several attempts were
mac to relate the concepts of a'refationship betwetn person-
nel systems- an,d financial and budget decision-making.

The personnel policies and proce
range of options for employee be
The policies should be comprehe
comprehensive in that they
any given personn

illation of d
arcumst GCS.

motor category of personnel management should have a
Bitten policy. Promotions, grievances, hOlitiays, fringe -

benefits, and tenure each should be the subject of a specific
section of the policies and procedures manual and eachsec-
tion should be easy toAdentify. Since the manual is used as a
constant reference, a good indexsystem,is essential for smooth
and rCady accegs. ____ _

These and other Aspects of a personnel system were discussed
during the workshpp. Our-focus remained constant "How
does the perTunnel system relate with the financial/budget
decision making' process?" was the question raised again and

again

The need to have a policy, within the personnel system cover-
ing_huw information of all types is communicated should be

quite clear by now. Neither the supervisory nor the adminis-
trative functions could be effectively carried out without such
a written policy. Assuming that these are the only functions af-
fected by the absence of a written communication policy (and
not addressing the comprehensiveness of the policy for the
moment), can you imagine the confusion that would be pre-,
sent in an institution and to what extent it would undermine

, getting the work done if the policy did not exist?

The thrust of all that went tnto the workshop was ddta. The
outer bounds of the personnel system is data collection
(record- keeping), reporting that data to the proper person
with rrt specified time constraints, and having policies which
are enforced and cause the data to be used in making deci-
sions. Among the decisions made, evaluation should be
vtiessa as,4 tool in deLision-making and as part of the pro-
cess by which decisions are made. In this context, the inter
relationship of personnel systems and financial and budget

-at:Liston-making is more likely to be observed and considered

more sd.
_ .

One of the institutions represented at the workshop reported
recent efforts to select, recruit, and hire an ourstinding Black
scholar. It was reported that the program he w6 ipd be assigned
to was important and that his presence at the head of the pro-
gram would be essential to its acceptance and-success. The re-'
presentative shared with the group the selection process used:
He, with,the help of friends anti associates, identified the can-
didate.-After many,efforts, selection advanced to retruitment`.
The answer to the question, "Whit feedbatk was useful froin
previous effort g in hiring outstanding Black scholars?" was
"There were no records, memory, or feedback in the institu-
tion from these efforts." They lost the-benefit of improving
their "hit" record. Another question raised the issue of what
policies covered-recruiting outstanding Black scholorsA-4

answer, "There are Ate."

When the money had to be found, the officer responsible con:
ducted a careful tradeoff analysis and identified areas in the
budget that in his mind were less important. He. reduced sever,
al budget areas, being careful not to completely destroy ey
particular,one. A presendtion was made to the President
the institution, and a firm decision was made only to be re-
versed later.

In this case there may'have been outside pressures that caused

the President to change his.mind. Even assuming this to be
true,the tack of a functional relationship between the person-
nel system and the financial and budget decision-making pro-
cess-is cleat- and costly.

Had feedback been available and used by the decision-makers,
greater understanding of all the ramifications of hiring the
scholar would have been on the table before the President
reached what turned out to be a premature decision. The
trade-off analysis cohducted by, a depatment head would have
been the product of a wider group decision and would have
carried a more substantive recommendation to the President.,
Whiter the external forces, they would have been a part of
the analysis and perhaps a different recommendation would
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have resulted. A great deal of time and money was lost be
cause-there was no )ystem or the one in existence did not
work. Institutional research officers can serve more effective y

when necessary \ t ols are available which are understood by
all the users and supported by The- institution.

At the other extreme, one institution represented at the work-
shop reported a vacancy in the business manager's office. The
vacancy had existed fur over a year and, during this period,
the business manager has been performing the tasks left un-
done by the vacancy. Also, during this time he has advertised
in local and regional newspapers and canvassed employment
agencies and fiiends; all to no avail.

This institution does not have a written personnel system or
any one to charge with the responsibility for carrying out the
duties even on an basis. The workshop group was
able to trace the causes of the problem described to the ab-
sence of a well developed personhel system tieceto the finan-
cial and budget decision-making process.

No data was available regarding how the position was filled
previously. The need for the position has not been evaluated
recently, ind the selection, recruitment, and hiring functions
are not formalized. The business manager has no professional
help in filling his vacancies`.

These two cases were among several discussed and ahalyzed

duringthe workshop. The significance of the workshop to the,
participants was evidenced by their questions and obvious-en-
thusiasm.

On-going Development (Washington Technical Institute)

The personnel sub-11141 is under continuing development at
Washington Technical Iris ute (WTI); the full manual should
be available in the near future.

The,guiding philosophy in our new systems design was and is
that, the management of program resources at WTI is.an
pression of educational policy for effective utilization. Nearly
three-fourths of the fiscat resources of the Institute are allo-
cated to personal services in the form of salaries and fringe
benefits.

These facts made it imperative that we find a solution to the
problem of rapidly expanding information requirements, yet
accommodate our mandated relationship with the local gov-
ernment. Thus, the Manfile System was born, and is now a full
grOwn adult. .

The Manfile System is computerbased, and provides the Insti-
tute with a comprehensive reporting system. The heart of this
system is a dynamic stored master file that continually accu-
mulates and maintainscurrent personnel information. The file
contains all of the current desired employee information. Ad-
ditional or overflow records can be added as necessary. With
the exception of certain basic information required by the sys-
tern, the, contents of this file are entirely iatsO discretion of
the'pe(sonnel office.

' Cuctently, twenty-sevo distinct reports are generated from
the 4anfile System. The distribution ranges from campus at-
large to'a single office. The frequency of distribution ranges
frforfi semi-monthly to annually.

re-follow ag is a listing of most-4)f the current regular reports:

Manning Table Permanent Positions

Manning Table Non-Permanent Positions

Personnel inforrhation requirements have grown enormously at
WTI in recent years. Increased flexibility in employee deduc-
tions, new types of taxes, additional requirements for statisti-
cal reporting, union contracts, and jySt the general increased
internal requirements for knowledge abobt employees have all
combined to.place a severe strain on the capabilities offiour per-
sonnel system.

Kai Listing of Employees

Eviciployee Listink by Position Title

Position Status Report

Campus Director A

Campus Director

44.
Further complicating our task of providing the necessary in- Home Directory
formation is the fact that the payroll syStem to which we
must relate is under the management of the local government. -- -Position Summary by Pay Basis
Historically, payroll has been among the firstystems to be
automated and, therefore, is the oldest and least flexible of Non-Permanent Pos tions by Expiration (NTE) Date
all. The net result was that little or no Ilersonnel reporting ca-
pability existed. Thus, a second system was Maintained by the
Institute, with the attendant lack of synchronization. Date

Non-Permanent Em loyees Appointment Expiration (NTE)

60
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Benefit Enrollment Data by Program Activity

Exceptions Report of Benefit Enrollment by Type of
Benefits

Mandatory Date forIndividual Contributions to TIAA
CREF Retirement Annuity

Optional Group Life rtstt a Premium Change Date

Retirement Ellgibilityfrofile Date

Academic Employees Tenure Eligibility Data

Acaderriic Employees (Faculty Distribution by Rank)

Academic Employees (FAC) Distribution by Program
Activit

Academic Erhployees (FAO Profile Data,by Dept.

Employee Distribution by Sex

ti

V*

F.

a

Employee Ethnic Distribtjion,-------.
Employee Listing by Occupational CategOry

Staff Profile Data
a

Increment Eligibility by Pay Basis

Campus Address Mailers

O by program activity

O by date of birth

O by occupational category

o by department

Annual Vacation Lea e Data by De rtmerit

The Manfile System was designed to provide a basic me-

work within which the most complex requirements could be
met at a cost.far less than that of the original development.
If further information is desired you may contact us through
the offices of Mr. J. Welch, TACTICS.

6 1

59 .



Wiorkshop

Facilities and Housing Management

Frederick k.fresh
Staff

'Institute for Services .to Education, Inc.

Introduction

MIS is currently compiling a manual on Post-secondary Educa-
tional Facilities and Housing Management processs:The4Man-
ual will highlight the organizational structure and information
and processing required to effectively operate mid manage the
institution's physical plant. The relationsUip between facilities
and housing management and the programming, planning and
budgeting process will also be described.

This workshop is designed to are information gathered to
date and to gain feedback from the participants on their local
facility and housing management needs. The workshop will
include:

Workshop Objectives

PPB and Eaulities/Housing Management Relationships

Facilities Organization

Facilities/Housing Data now

Input Data "types and SOurces

FacilitiesPlanning Process

Facilities/Housing Data Processing

Output Report Types and Destinations

Summary

f Feedback and Questions

Background

Facility-use statistics provide a meastire of the cost-
effectiveness ()fan institution's capital facilities. Since many
costs of facility operations are incurred regardless of fre-
quenCy of use, low utilization rates contribute to a high per
capitioperation cost.

Tile demand for the services of post-secondary educational
institutions has led to a significant increase in capital facility
investment in the past two decades. As tfr costs of providing
these facilities has increased, the need for more effective
planning and use of thcs'e facilities has boiome a 011jor con-

c.= of institutional administrators and funding agencies One

It of these concerni has been a requirement for explicit

1'

justifications for proposed reallocation of existing space and .

'construction of additional space. Stich juStificatiNtiust be
based on quantitative evaluation of existing space and careful
projection of future needs. Institutions Must have infoima-
tion and procedures fot accomplishing the evaluations and

projections. '
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Some institutional utilization studies began in the 1920s. How-
ever, widespread interest in these studies increased around
World War II due to.war-induced shortages. At that time, the
American Association of Collegiate Registrars and Admissions
Officers (AACRAO) sponsored the first of its many major con-
tributions to the etaluation and projection of facilities needs*. ,

The first of these projects emphasized the magnitude of the
post-war enrollment growth. (College Age Population Trends,
1940-1970, published in 1953 and The Impending Tidal Waver
of Students, published in 1954.) Publications of ikreasing
depth and scopeon methodologies and criteria for evaluating
institutional space use have followed.

At the national level, the first comprehensive data on the
scope and nature of highdedtication facilities was Obtained
by the U.S. Office of Education (USOE) in 1957-58 through a
nationwide inventory of building facilities. The data compiled
in that study provide the bash for estimating the nation's fut-
ure higher education facilities needs and helped lay the foun-
dations for passage of the Higher Education Facilities Act of
1963. This act,provided federal fUnds for construction of col-
lege.facilities and created state commissions to manage the
distribution of these funds. Funds were provided to the state
commissions for improving comprehensivestatewide plan 'iing
of higher education facilities requirements. ,

The institution of the Higher Education General Information
Survey (HEGIS) by USOE in 1966 unearthed the need for
consistent and comprehensive data on a range of activities in-
cluding that needed for facilities construction' Out of that
need grew the "Higher Etiukation Facilities Classification,and
Inventory Procedures Manual'spunred jointly by the Na- -

tional Center for Educational Statistics acid the - Bureau of
Higher Education, Division of College Facilities. It has gained
widespread acceptance at all levels of the educational com-
munity. and has served as the basis for gathering data needcd

by state and federal agencies and institutional administra-
tions.

V"



MIS Manual Development

Docurrienkation on the structure and operation of physical
plant organization4 is available to educational institutions.
Some are listed in the bibliography. Membership inprofes-

'IsiOnal associations such ras the Association of Physical Plant
'Administrators is a source of current infomiation. Institu-

*
, Dons, however, do not seem to betaking advantage of avail- I

able information.

What difference then will d MIS-developed facilities and hous-
ing manual make? The difference is in the MIS approach which
ultim ake y involves putting into operation facilities and hous7,:,
ing management procedures at an institution. The ability to '

----visit an institution which has implemented the proces; de-
fined by the manual reduces reluctance to make recommended
changes.

The facilities and hoysing manual development began with a
consultants' imkshop. During thiskvorkshopoinformation
and management reporting needs for facilities and housing
were explored. A set of data collection and report formats
were proposed. These formed a point of departure for develt
opment_Additional work has involved review of the liter-
ature and site visits to institutions for inter-views with physical
plant managers. The information gathered will be incorpora-
ted into the manual. The manual will be further refined
through implementation at an institution.

The objective of the facilities and housing manual is to pro-
vide procedures to:

Collect data and a data base for the institution's Space
Management PrograFn.

,Provide Zonsistdnt reporting of facilities and housing data
to all levels of managernent and review.

. ur Support fiscal accountability of physical plant resources.

Facilities Organization

Facilities organzations-teem to have evolved to suit the needs
and size of the institution, but some co {non functions are

'found. Ideal organizations could be discussed but generally
these are modified to suit the instflution. It would be a useful
group exercise to develop an organization to serve a hypothet-
'cal institution of given characteristics.

The objectives of the exercise are to: determine functions to
be performed, list specific activities, and design a managdnient
structure (organization chart).

Institutional Characteristics (Given)

0 Rural, v/Itiliin 5.10 miles of large town
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1000 acres owned

500 acres in active use

Public utilities available

Contract trash collective

1,0001,200 student enrollment-(FTE)

Day and evening courses

List range of management a

Admini ation

Maintenance

BASIC
FUNCTIONS Custodial Services

vibes which might be needeci.

Planning',-
Personnel
Financial

Repairs
Scheduled
Operations

Academic Space
Support Space
Housing'

Maintenance
Improvements

Grounds

o Utilities Distribution
o Major Repairs and Renovations
o Security anthSaety____

OTHER Capital Facilities Planning/Management
FUNCTIONS 0 Communications

o Mail Distribution
o Solid Waste Disposal
o Transportation and Moving

,Arrange the selected activities into a suitable organization

ADMINISTRATION

MAINTENANCE CUSTODIAL
SERVICES GROUNDS

(Details of tasks to be performed under these activities, ad-
ditional activities to be performed, and placeinent of super-
vision and staff are expanded as part of the exercise.)

Facilityles and Housing Data Flow

I ite typ ui data collected:arid .bscd iry f and hu ut:tig'

.managemen nallictated by the applications supported by the
data and result' eports.lhe applications embrace two
types of operationsPPB or Programming, Planning and Bud-
geting and day-to-day operations: _



Day-to-Day Operations

Work order and maintenance scheduling

Custodial services allocation

Supplies purchase- and inventory

Cost control

Personnel record-keeping

The Operational mode comprises the data elements and re-
ports required to support efficient daily operation. Personnel
must be hired, trained, supervised, and evaluated. Records
must be maintained to 'support these activities. Personnel
and equipment must be allbcated among the recurring main-
tenance tasks and as-required work orders for repairs or sup-

- port services. Material uses must be monitored for inventory
control and budgeting.

Programming; Planning ,and Budgeting

Facilities inventory

MATERIAL COSTS

FUNDING
AVAILABILITY

.

CAPITAi!
FACILITIES

BUDGET

131313 MODE

-ACADEMIC
DEPARTMENT

NSPACE -
ALLOCATION

Spaceutitization

Capital facilities planning

. Operational cost projection

The planning process depends on the data used in day-to-day
operations. The planning activities generally occur less fre-
quently than operational activities._ Program planning occurs
annually in support of the institution's annual budgeting
cycle, Funding materials costs and labor rates data are pro-
videcTdreing the process. Capital facilities requests, budgets,
and space allocation are based on planning activities which

involve a faeilities'inventory.

Figure 17, Facilities and Housing Management Data Flow,
shows the interaction of the data elements and program activ-
ities. The innerniost circle represents the two modes of
facilities and hOusing management. The next band represents
the sources and destinations of the data and reports within
the institution. Administrativeoffices or functions within
the institution are enclosed in parenthesis. External forces
and agencies which affect this'area are'shown outside the

r.
circles.

FACILITIES

AGEM E NT

A

DAYTODAY MODE

UPPLY
UISIT IONS

BUSINESS}
.OFFICE

OPERATIONAL ,

cos'ts

I NSTITU,TI

External Forces or Agencies

LABQ,R RATES

(PLANNING 'TEAM)
PLANT OPNS

BUDGET

(IR)

(DEPARTMENTS)
WORK

REQUESTS

PROPOSAL
STATISTICS

Figure 17. Facilities and Housing Management
Data F

6
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CAPITAL
FACILITIES
REQUESTS

SPACE
UTILIZATION
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Steps in Facilities Planning Cycle

Institutional facilities should be built as the result of a ra-
tional and ordered planning process. Starting with'the insti--
tutional mission, traditionally stated as instruction, research,

and public service, it should.be possible to develop specifica-
tions of the academic program for-which a new building will
provide a physical home. A detailed set of program specifica-
tions should yield information concerning students, faculty,
their activities and the relationship of these activities to the
facilities required to house them.

These program specifications can be converted into an ex-_
pression of required building-space after it is evaluated and
adjusted to accommodate anticipated program changes,
shifts in student loads at various course levels, changing
student-faculty ratios, and other modifications over time.

The Manning related to a specific facility can begin at this
point. The whole step-Wise process of the facilities planning
cycle is outlined in Figure 18, Facilities and Housing Planning
Cycle.

The facilities planning is one segment of the institutional
programming, planning and budgeting process. In the larger
context, the facilities planning is a support activity which
necessarily occurs after the academic program planning has
occurred. Inputs to facilities are academic program plans,
internal and external planning assumptions, enrollment pro-
jections, and revenue estimates. Outputs are internally
staffed, support program (facilities/housing) plan. Figure 19,
PPB - Facilities and Housing Interface, shows a general flow

. of the institutional planning process. The -planning'activities
for support 'areas are specified in the shaded area.

Facilities Inventory Definition

Good planning and management of the institutional facilities
resource are significant for the following reasons:

Facilities (buildings) hbuse programs and, as such, tend to
constrain the educational environment of the institution's
insuuction, research; and public service programs. The
suitability of facilities for a use it directly related to the 4
quality of instructional programs.

Facilities consume most of an institution's capital dollars
and some operating dollars. Inefficient use may create a
disproportional drain on financial resources.

Quality and condition of facilities aff the institutions
piiblic image. The implications of t s are many.

4

Facilities are critical to the goals of an institution and deserve
proper consideration in the planning process. However, no
planning process can function well without reliable and com-
prehensive information. The facilities inventory is a method-

/

ology for accounting for a resource (buildings) in a consistent
manner.- The usesaof the inventory data and the data types

rare listed in Figure 20, Facilities Inventory Definition.
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Goals

Statement of conditions sought

Qualitative in nature

Identify specific functional areas of endeavor

Objectives

Specific ends to be achved in functional areas

Quantitive'in nature

Program Definition

Development of a proposed set of courses of action
by which the desired ends can be achieved

Planning assumptions

Pkogr'am Planning

Estimation of the program loads and the resources
required to implement the courses of action

t

Facilities Planning

Determination of the facilities resource requirements
by organizational unit and type of space

Facilities Development Program

Grouping of facilities needs into identifiable build-.
ing units (both existing and new)

Site Planning

Revision of the campus maps to reflect appearance of
new facilities and disappearance of those scheduled
for demolition

Capital Devetement Planning

Establishmen't of priorities for building and remodel
ing projects and estimation of project costs

Building Programming;

Describos.kproposed building or remodeling project
in terms of detailed facility requirements

Design Development

Development of a detailed set of building plans

1.
. Space Management 04

Allocation of facilities resources to departments and
programs and the continuous monitoring of these
allocations

Figure 18: Facilities and Rousing Planning Cycle
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System of accounting for facilities uniformity

Used internally for:

Scheduling and assign ng space

Determining progra costs 2 I

Predicting need

Comparison with Othe{ InstitutIon

Used externally-for:

o Criteria for constructionLfunding

Support for legislation

o Predication cost impact of commission poliCy
decision

Data type

Building characteristics

Building cost

Building location

Building ownership

Room use

Program affiliation by room

Room characteristics

Data collection procedure

/

Figure 2Cr.- Facilities Inventory Definition

Tie data collection and storage procedures may be totally
manual. The extensiveness of the task and frequency of need
to manipulate data would dictate the level of automation
needed. Factors to be considered for a facilities inventory
are as follows:

Is Determine buildings to be inventoried

Exclude buildings located on remote institutional
properties seldom used

Investment properties

Unowned hbspitals

Public schools not owned

Federal Contract Research Centers (FCRG)

Collect building characteristics on:

Gross area

Assignable area

67
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, \
Est)rnated replacement cosi

o. qindition.

Year Of cdnstruction

Ownership

Collect room data

Gross area

O Assignable area

Type of room use

Institution organizational unit

Number Of stations

Room-use categories

Facilities inventory and classification manual

Program classification

0 WICHE program classification structure

Program category,

O HEGIS taxonomy

Data Input, Processing, and Output

The discussion of actual data elements and their.processing
was designed as a group exercise. At this point, sufficient
information should have been made available for the partici-
pants to project the data needs, sources, processing required
and destinations.

Figures 21,22, and 23 summarize the information to be
gathered by this exercise. Input Data Types and Sources, Fig-
ure 22, and Output Data Types and Destination, Figure 24,
are divided into data elements with planning and those asso-

_ ciated with day-to-day operations.

Summary

A separate feedback and evaluation session proved useful for,
exchanging inforrytion with workshop participants who had
attended concurrent sessions. This section outlines the sum-
mary presentation and presents some conclusions based on

question and comment which followed.

Summary Outline

Scope of Facilities Function

Capital' Facilities

1nventory
Budgeting
Design

Plant Operations
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Ad Ministraiiorr
- Building Maintenanc,e_,

Grounds

'Custodial

SecUrity

Housing

Utilization Statistics
Maintenance

Relationship to Programmig, Planning and Budgeting

-Support to Academiq.rograms
,

Long-range Facilities Planning

PPB

Academic Program SumMaries-Planning Assistant

Environment Assumptions (External)-Planning
Assistant

c Price Ttends for Goodsand Services

,c

C Funding Availability

.Eiwironment Assumptions (I nternal)-Planning
Assistant

Enrollment Projections

C Curriculum Changes

Student Aid Lftvels

Revenue Estimates-Business Officer

Request for Support Plans-Planning Assistant

Labor Rates

Education Policy Trends

Day-toDay

Staff Turn-Over Rate-Personne Records

Staff NoQProductive Time-Personnel Records

Building Characteristics-Built to Specifications '

Room Utilization.- Academic Departments

Equipment Reliability -Equipment Specificat ens

Equipment.Maintainability Equipment Sp cifi tion

o.,
°Mace of Facilities Planning

ilization Reports

Space'Allocatioh
/

Legislative & Institutional Policy Impact
/
,

\Feedba k

The rel tionship between Student Financia 'Aid and Plant
Op'erati nstas discussed. There is a need somenstitUtions

-for more management of student labor to increase productivity.

,."`Buil ing/Room Utilization

\ 0 N tuber of StatiOns
,

o Courses Offered

o Students Registered

Housing Needs Projection

o Projected Enrollment

o Percentage Boardiri

Class and Laboratory Needs Projection

FTE Student Projection
-w

0 Academic Prograrp-Plan

0 Projected Course Load ":

Mainlenancqupply Costs

o Supply Cosi projections

o Supply Utili4tionwBy FTE Student

O FIE Student PrOlection -

Maintenance Labor Staffing/Cost

Projectealstbor Rates

Housing and'Acadetnic Space Needs Projectidn

a

o,
O Course Schedules .

a

cr

Manpower UtiliatiorpExperienMRecords

Maintenance SchedUles

Maintenance Schedules,

a Facilities Inventory

o Equipment Reliability Data

c Equipment Maintainability bats

O Maintenance Records

Adniinistrative Galendar

Figure 21. Input at'a Types at-) Sources Figure 22. Data Processing
,
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It was'conside.red inefficient to schedule students for less than
two'hour segments for rriO4. mance operations. Too high a,
percentage of time mightf be consumed in starting and ending
tasks, leaving little-time for the principal task.

The desirability of student involvement in classroom building
and dormitory planning-Was'stressed. Greater flexibility of
'design might be achieved if the needs and uses of the occu-
pants are considerecUt an early stage. Greateestudent atten-
tion to the fkilities care and maintenance might be promoted
through student participation.

While facilities maintanance was a concern of sFveraLindivid-
uals, their work area and thus primary concern was in a con-
current session. It was suggested that consideration be given
to repeating individual workshops to avoid all-or-nothing
selection of w6rkshop sessions.

PPB

Support Program Plan Planning Team

Capital Faces Development Plan Planning Team

Physical Facilities Requirements Plann2g Team

Day-to-Day

Dewitt Expenditure Estimate Business Office

Staffing TIble Personnel

` Supply Utilization and Cost Business Office

Budged Status Report Business Office

Housing Occupancy --Dean of Student-Affaifs...1

Facilities Utilization- State, Business Office

.N.

Figure. 23. Output DateTyRps and Destination

I 6,9
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Workshop
TACTICS Evaluation Training

WileOlolden
Consultant

7ACTICS Coordinating Office

Up n completion of the ,1975 fiscal year, the TACTICS II
ogram will be evaluated by yfeam of analysts. Unlike the

evaluation made last year at tivend of the TACTICS I pro-
/gram, this evaluation will be a progress review of the 'first

year of a new program cycle. Thus the evaluation will focus
on the TACTICS program over the period beginning July 1,
1974 and ending June 30, 1975. Understandably, many of
the TACTICS II Institutions have some program objectives ",
that involve. lung-term institutional development. Similarly,"
some of the TACTICS component program objectives requires
more than one year for full accomplishment. Nevertheless,
evaluations of the 1975 fiscal year programs, both those that
represent the termination of short term goals and those that
defitte progress toward the completion of long-term objec-
tives, should furnish useful information for future 1ACTICS
program development.

Focus of the Evaluation

T e), luation will focus on two related aspects of TACTICS
the services and activities of.each of the seven TACTICS com-
pors-and developments within each of the 68 participatirtg
-trrstitutions. Specifically the evafGation will involve:

An assessment of each institution's progress against its own
work statement (or plan). for the achievement of its

,TACTICS program objectives.

Ar) assessment of the effectiveness of the services provided

the institutions by the T.ACTICS seven components.

Instruments

T he evaluation instruments will consist of two kinds of in-
ventories or questionnaires that will be sent to the institu-
tions. These instruments are as follows.

A number of brief questionnailes, each pertaining to a very
specific service or program of one of the service compo-

nents.

A general qullestionnatre containing two parts. (a) informa-
tion on the extent to which the institution's TACTICS pro-
gram objectives for 1974-75 were accomplished and
(b) judgments on the value of the general services and pro-
grams of...the TACTICS service components

Directions and Procedures

Prior to the evaluation, a statement of each institution's
TACTICS objectives will have.been formulated by the ap-
propriate institution representative(s) and submitted on the

69
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TACTICS II Program Work Staterrpent form (Figure 23) to the
executive director of TACTICS.
this report. Check to determine w
completed and returned the work
men(: has not been prepared, or if
earlier needs to be revised, the wor
used in the evaluation should be p

sample of this form follows
ether your institution has

statement. If the work state-
the statement prepared
k statement that is to be

repared now. Preparing
the work statement is a necessary first step in an institu-
tion's participation in the evaluation. A copy of the insti-
tution's TACTICS objective is to e returned along with
tht-tompieted questiciffriaire to tf e evaluation team.

a Based on the component programs that each institution has
elected to take part in, a package of questionnaires along
with supporting materials and directions will be put togeth-
er for each of the 68 TACTICS H institutions. This pack-
age will be sent to the president of the institution or a per-
son designated by him.

Typically the questionnaires on specific component pro-
grams and/or services will be addressed to a person in a par-
ticular position or role. In any case, all questionnaires will
-demand special knowledge of /he area of the program with
whiclohe questionnaire deals. Hence, the president, orithe
person designated by him, will be asked to solicit the coop-
eration of those persons whcge experiences with TACTICS
programs place them in a favorable position to supply the
information or make the Judgments that are required for
the evaluation.

The questionnaire that will be used to evaluate the Library
Administrative and Development and Educational Tech-
nology.Programxill focus on the program sequence involv-
ing workshop, fo tow-up canipus visit, follow-up report,
workshop, and follow-up campus visit, etc.

t Presidents of the institutions have been notified that the
evaluation packages will be mailed to the institutions dur-
ing the month of April and that the questionnaire's shpuld
be completed andi'eturned to the specified address by
May 25, 1975.

April 6, 1975

Wiley S. Bolden
Chairman, Ualuation Team
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WORK STATEMENT
COMPONENT: Moton Consortium on Admissions and Financial Aid (MCAFA)

COLLEGE: John and Jane Doe College , LOCATION: Smalltown; U.S.A.
. ''/ ,/

PROBLEM: i ajor Categ. y) Enrollment .
---...r. , ..

Statemen I Problem

Fresh2ian enrollme last fall increased slightly with increased-feCruiting effort. Recruiting effort needs to be intensified and
ma)ae more efficient. Attrition, parttculArly in 4he freshman ar4 kophmore classes, is running in excess of one -third of these
j;rd5S enrollments. Attritio'n needs to 14,,fect driteclitilbtig ttrTkarts'lkittide4Vor junior class is important need. Also, re
cruitment of white students

Ais
es.Qptlil- :-' ,` ' ' -k.1,-f.,1".4, ,

a, : ..tor',
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.
,...
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OBJECTIVES* as to Problem Resolution (Including Projected Time Goal) *

By next fall, J & J D College hopes to increase freshman enrollment by 15%. For next f'alls its goal is to have aazhite popula-
tiun of 10% pf the freshmen Class (4% of the total enrollment). Its goal over the next three year period is to increase overall .

enrollment by 25% and to achieve a white studentenrollment of 20%.

The goal is to reduce attrition the next academic year to 20% and over the next, three years to no more than 10%.
i

I*
. .

.
,/ A

.

.
. 19

.

. . ,

*Please be c and quantify objectives where appropriate. .

I / .

.
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NITION OF NEEP'bf TACTICS services (Wi/egard to, the above problem)

I Recruilsne<Program Train-

-

g of Admissions staff (and others on J & J D staff where appropriate) in innwatt,e
...-.**- /recr iting techniques, especially, how to organize recruiting campaigns and workers

/' among akimni and church groups. ' .

,

2. Inturmation Study Program Detdmination of types of information and statistical data helpful to both recruiting V-
. and admissions problems and to curriculum plannerscas well as to makers of typical

. . college policies and decisions. . v .

3. Curriculum Development Program Assistance in analyzing and developing curriculum in the light of changing student
needs. Help devise offerings to appeal to community groups.
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